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ABSTRACT

-

H. Evaluaticon Abstract (Do not axceod tha space provided)

The University Agribusiness Pogtrership Project aims to train mid-level professionals in non-traditional agricultural
production and agribusiness management at the Instituto Superior de Agricultura (ISA} in order to stimulate increased
tural incomes from the production of these products. Total production of these commodities has increased significantly in
the last decade and graduates from the ISA have participated in and played an active role in this production upsurge. The
Project receives technical assistance from the Midwest Universities Consortium for International Activiiies (MUCIA).

0 This mid-term evaluation demonstrates that the University has significantly improved its management capacity
and is now poised for efficient operation well into the 21st Century.

o University staff have been trained according to schedule except for the Staff at CADER, where personnel are
recruited off campus as soon as they are trained.

0 An Endowment fund has been created, the earnings of which help defray operating costs. The Fund now has
RDS35 million, and is projected to reach RDS60 million over the next year or (wo.

o Demand for training was expected to be over 100 full-time students for this academic year but only half thar
number actually enrolied. Recruitment of more students is a critical issue. Efforts to recruit outside the DR

need to be initiated.

0 Short-term courses, workshops and conferences have excellent attendance. are self-financing and are-developing

a strong reputation for I1SA,

0 Research and short course financing remains strong for CADER but could be Jjeopardized if the long-term TA 10
CADER is not renewed and the Director is sent abroad for training.

The ¢valuator noted the following "lessons™:

o University. strengthening is a long-term proposal and made more complicated by the complexity of the non-
traditional agriculture strategy identified by the Project. Neventheless, this kind of specialized training is required
in the region and ISA is prepared to make a serious effort in this field.

o A linkage with MUCIA in terms of teaching, research and joint degree training could be beneficial for regional
recraitment and of interest io the U.S. affiliates for international degree training and intemships.

0. The food science facilities at the University should be upgraded and put into operation in order to train students
in these ficlds as well as to eamn needed income for the endowment fund.
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SUMMARY

J. Summary of Evaluation Findings, Conciusions and Recommendations (Try not to exceed the three (3] pages provided)

Address the followlng itams:
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The goal of the University Agribusiness Partnership Project is to increase non-traditional cominodity based rural
mcomes in the Dominican Republic, by. developing mid-level trained professionals in non-traditional agriculture and
agribusiness administration through teaching and training of full-time and short-term students at the Instituto Superior de
Agricultura {ISA). ISA is assisted by a seven-year technical assistance grant to the Midwest Universities for International
Activities consortiuvm (MUCIA).

2. The Purpos¢ of the Evaluation

The purpose of this evalnation was to determine the progress made by ISA, the grnt recipient, and MUCTIA, the
contractor, in carrying out the objectives of the Project (No. $17-0243). The procedure followed in carrying out this evaluation _
was to 1) review relevant project and Mission documentation; 2) conduct interviews with ISA, MUCIA, and local farmers -
and business representatives; 3) visit the campus of ISA and surrounding businesses and farms ir the Santiago area ané the
Development Office in Santo Domingo; 6) and to interview the Rector and MUCIA siaff at Ohio State University.

3. Findings

The principal findings showed that, with respect to the overall goal statement, the development of non-traditional
crop and commedity production over the last several years contributed to increased rural incomes and ISA played a major -
role in this ransition. Every enterprise that was interviewed indicated that they had employees who were trained at ISA.
In addition, the farmers who met with the evaluator expressed recognition for the value of the training offered by ISA,
especially with respect to the control of the white fly. However, more effort 1o stimulate the non-traditional sector could have
cven greater impact on rural incomes, and in this light, ISA holds a unique position in the development community because
few institutions are strategically situated with regard to this objective and with the built in capacity thal has now been

. generated at ISA.

To satisty the Project’s purpose, ISA prepares degree candidates and technicians on a full-time curriculum basis, as
well as several thousand students each year through short courses and workshops at CADER. Although enrollment on a
national scale in agricultural curiculum is declining, ISA has been able to hold its own with full-time students and
significantly increase its short course offerings and attendees, Nevertheless, ISA must increase its recruitment efforts to Jjustify
ihe relatively high cost for full-time students.

Management capacity and skill levels at ISA and CADER have improved significantly over the course of the Project,
in several ways. Technical assistance has been used to revise and update the accounting, procurement and performance
evaluation system. A computerized accounting and budgeting system is in place. In addition, the Rector has just left for Chio.
State University for administrative training and the director of CADER is programmed for external training (INCAE) early
next year. Other staff have already completed training or are scheduled for later next year. Presently, salaries have been
adjusted to compete with the private sector, and to give incentives for attracting financing for research and consulting
activities. The plant and facilities maintenance program has also been improved, the cafeterias consolidated, student housing
and facilities improved and the hotel facilities placed under modern management with a hotel administration specialist.

The Endowment Fund has reached RD$35 million, over half of its goal, with an average earnings rate of 20 percent,
which provides RD$7 million annually to core financing of ISA. The Development Office is now staffed and is expected

~ to mmprove the fund raising effort for the Endowment and in developing a mechanism for identifying grants for research and

consultancies and acting as a liaison office in Santo Domingo for ail of ISA’s needs.
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S UMM ARY (Centinued) - :

One major area of concern remains the production units within the University, as to their status vis a2 vis modem
management. Although opportunities exist for developing these units as "income generating” activities, only three are
currently operating to produce revenues--the hotel management unit, the conference center, and fhe new contract for the
bakery. With the installation of irrigation the University tarm is expected to fum a profit, and analyses are being made to
find solutions for the other facilities, The scils laboratery does not appear to be viable for the private secior.

Perhaps the key issue is the demand for training at ISA. An aggressive recruitment program is underway to attract
students to ISA. Although expectations were high, '93-'94 enrcliment was only 57, with total enrollment at 189. Although
the institution has made the improvements required from an administrative standpoint to meet the challenges facing them in
the next Century, there needs to be more discussion on what the demands will be with respect to non-traditional agriculturat
product selection, production technique and product transformations in order provide a curriculum more tailor-made to the
needs of the sector and its demands for training. More atiention needs to be given to the interests expressed by the private
sector, as envisioned by some of the Board of Directors, in terms of the type of training needed for these altemnative crops
and products. The food science and product processing capacity of the Institution needs 10 be expanded. It is certain the
future years will demand more exotic, niche market products, with some form of processing prior (o sale or export.

Calculations on cost/student ratios, show full-time student costs to be high ($10,000) but when short-term students
are factored in the per student costs roughly equal U.S, state-supported Universities ($36,600). The full-time TA 10 student
ratio 1s 1:46, and the number of weeks of student training per week of TA is more than twenty-two. It is obvious that ISA
needs to attract more full-time students. Eowever, the training provided at ISA is particularly attractive to the private sector.
The development of the internship program, in which every student must work up to three months with a private firm in the
field has become a very attractive component of the ISA training program, giving ISA a reputation for being "practical” and
relevant fo the non-traditional agricultural sector. As more productive units come on line, opportunities for studen: work
assignments will malerialize to further enhance their practical training.

The Continuing Education program at CADER is expanding and has been a noticeable success activity for ISA.

Since it generates additional income for ISA, this is a very positive contribution in the mix of services offered by the

Institution. Through March of 1993, the project had used a total of twelve years of long term technical assistance out of the

28 years which were budgeted. Short term consultancies were used to analyze the administrative requirements of the

organization, for topics such as academic affairs, research, finance, student affairs, the business office--accounting,

procurement, personnel, maintenance, budgeting and computerization. Additional consultancies were used to establish the

- strategic planning process and the financial development system. Local consultants were used 1o design the accouniing and
computerization systems, the new farm irrigation system, and the motor pool/preventive maintenance deparument.

4. Principal Recommendations

I. Reduce the tector’s off-shere training to one year.

ILRather than promote large-scale canning of tomatoes or pineapgles for the food science anit, a smaller zaique
approach could be taken to produce specialty gourmet items, such as preserves and pickles of fruits and vegetables, yoghurt,
ice cream and cheese for the milk processing facility, and sausages and canned meats. Through the MUCIA contract the Ohio
State University Food Industries Center would be interested and willing to participaie by providing technical assistance to
reestablish these processing lines, and with MUCIA's unigue contacts to the Ohio State Canners Association, i1 is likely that
they could entice a private independent canner to provide second hand machinery and management training for the cpportunity
to engage in off-shore sourcing of specialty items as mentioned above.

111 Explore the possibility of developing a Bono Educativo based on the production potential of mahogany on
the ISA foresiry farm sites, proceeds of which would 2o to the Endowment Fund.

IV.  Market opportunities exist in several markets for many crops that can be grown in the Dominican Republic.
It is recommended that the project contract for a complete analysis of the crops from the Dominican Republic that couid have _
market windows in the U.S. and Europe. Simultaneously, more in-depth analysis of production costs and adaptability to local
conditions must be developed based on fieid crop budget analysis. Market analysis and crop budgets should be developed
for teaching and consultancies.
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SUMMARY (Continued)

V. . Training in post harvest handling and cold storage is imperative if the emphasis is going to be on developing
capacity for non-traditional fresh crop exports. :

V1. Student recruitment from the region should begin in earnest. There is no other University in the region that
can teach in these fields with a concentration in the non-traditional crops and products, including natural resources, tropical
timbers, food technology, post harvest technology, marketing and policy analysis.

VII.  The capacity 10 offer a joint degree with one of the Big Ten Universities is recommended and expansion
to include a master’s degree.

VIII.  Given the complexity of non-traditional crops and products--their markets, production and handling--it is
the judgement of the evaluator that the use of external technical assistance be continued.

IX. Concern remains over the depletion of technical assistance and ‘direction at CADER. It is recommernded
that the TA continue and that the time the director is offshore be limited to one academic year. The number of participant
trainees and their length of stay off-shore is critical to other units as well.

5. Lessons Leamed

L The development of a University Faculty with 2 specific focus such as non-traditional agriculture is a long
process. The University itself must be administratively sound before speciiic curriculum designed to foster development in
particular commodity areas can be established. This takes a broad range of resources in many diverse subject matters as has
been demonstrated by the technical assistance team. Success in University management and administration perhaps should
not be judged solely by the number of full-time students or their cost/student ratios, but rather by the efficiency with which
the administration conducts its overall tasks.

I Identifying a curriculum tailor-made 0 the development of non-traditional agriculture which can train
professionals in these topics is exwemely difficult, principally because the field of non-rraditional crops and processing
activities is so ill-defined. More clarity in defining objectives in refation to non-traditional crop and livestock production,
processing and marketing is required.

L Determining the direct cause and effect relationship between the training of mid-level professionals in non-
traditional agriculture and the increase in rural incomes due to non-traditional agricultural expansion is virtually impossible.
However, if ISA can lead the way in infroducing new crops, products, inputs, processing techniques and . marketing
approaches, the non-traditional agricultural sector will benefit, not only with trained technicians, managers and analysts, but
also with new and appropriate technologies. However, more focus and definition is required in order to accomplish these
goals. :

Iv. Participation by a U.S. University or Consortium is critical in providin ¢ additional expertise in the training
and research programs than what is available locaily. In addition, external (11.S.) professors lend credibility 1o the faculty
and staff and expand their coverage and breadth in course offerings and research training. Without the U.S. connection. the
institution will be constrained in its atlempt (o attract more students, both domestically and internationally. Beczuse the

- purpose of the U.S. University connection is to provide expertise and credibility, long-term staff should be selected from the

U.S. host university institutions,

AL 1376-5 (10-87}) Fage 5

N



EVALUATION OF

Yy - (3 S- F2 A

THE UNIVERSITY AGRIBUSINESS PARTNERSHIP PROJECT

{No. 517-0243)

Submitted to:

Submitted by:

Larry Laird

US Agency for International
Development

USAID/Santo Domingo
Dominican Republic

DEVRES, INC.

2426 Ontario Road,N.W.
Washington, D.C. 20009
Phone (202) 319-7400
Fax (202) 319-7401

August 4, 1993




TABLE OF CONTENTS

Executive SUIMIMATY . . . . . ittt et e i it e ie et ana e eeea e e e iii
A Purpose, Procedure and Scope .. .. ... ... 1
B. Principle Findings .. ... ... ... ...t 3
1. Goal StAateIMENT . . . ..ttt e et e e e e e e 3
2. Project PUrPOSE . . . . .o oottt e 4
3 OUIPULS ...ttt it 10
C. Gender ISSUES & . ottt s e e e e et e e e e e e, 13
D. CDSS and Action Plan Achievements ... ... .. ... ... 15
E. Recommendatons . . . . v i v it i it et e et et e e e e e e, 17
F, Lessons Leamed .. ..ot o e e e e e e e e e 25
G. General Comments and Observations . . . . . . . .ttt it e e 27
1. Comments on Administrative
Restructuring Process .. ... ... ... .. 27
2. Comments on Technical
Assistance in Non-Tradigonal Products .. .... ... ... ... 27
3. A Unique Suggestion . . . ... ... ... ... 28
4. AWordonDebt Swap .. ...... ... . ... 28
5. The Advantages of MUCIA ... ... ... . s 29
6. Policy Anatysis for Non-Traditienals . . .................... 30



ANNEXES

Perscns Interviewed . . . . . ot e e e e e e Annex 1
Documents Reviewed . . . . .. .. i e e e e e e e Annex 2
Questionnaires Used .. ..... .. ... ... . Annex 3

Statement of Work

11



EXECUTIVE SUMMARY

1. Project Purpose.

The goal_of the University Agribusiness Partnership Project is to increase non-
traditional commedity based rural incomes in the Dominican Republic, by developing mid-
level trained professionals in non-traditional agriculture and agribusiness administration
through teaching and training of full-time and short-term students at the Instituto Superior de
Agricultura (ISA). ISA is assisted by a seven-year technical assistance grant to the Midwest
Universities for Internationat Activities consortium (MUCIA).

2. The Purpose of the Evaluation

The purpose of this evaluation was to determine the progress made by ISA, the grant
recipient, and MUCIA, the contractor, in carrying out the objectives of the Project (No. 517-
0243). The procedure followed in carrying out this evaluation was to 1) review relevant
project and Mission documentation; 2) conduct interviews with ISA, MUCIA, and local
farmers and business representatives; 3) visit the campus of ISA and surrounding businesses
and farms in the Santiago area and the Development Office in Santo Domingo; 6) and to
interview the Rector and MUCIA staff at Ohio State University.

3. Findings

The principal findings showed that, with respect to the overail goal statement, the
development of non-traditional crop and commodity production over the last several years
contributed to increased rural incomes and ISA played a major role in this transition. Every
enterprise that was interviewed indicated that they had employees who were trained at ISA.
In addition, the farmers who met with the evaluator expressed recognition for the value of the
training offered by ISA, especially with respect to the control of the white fly. However,
more effort to stimulate the non-traditional sector could have even greater impact on rural
incomes, and in this light, ISA holds a unique position in the development community
because few insttutions are sirategically situated with regard to this objective and with the
built in capacity that has now been generated at ISA.

To satisfy the Project’s purpose, ISA prepares degree candidates and technicians on a
full-time curriculum basis, as well as several thousand students each year through short
courses and workshops at CADER. Aithough enrollment on a national scale in agricultural
curriculum is declining, ISA has been able to hold its own with full-time students and
significantly increase its short course offerings and attendees. Nevertheless, ISA must
increase its recruitment efforts to justify the relatively high cost for full-time students.

Management capacity and skill levels at ISA and CADER have improved significantly
over the course of the Project, in several ways. Technical assistance has been used to revise
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and update the accounting, procurement and performance evaluation system. A computerized
accounting and budgeting system is in place. In addition, the Rector has just left for Ohio
State University for administrative training and the director of CADER is programmed for
externz! ‘raining (INCAE) early next year. Other staff have already completed training or are
scheduled for later next year. Presently, salaries have been adjusted to compete with the
private sector, and to give incentives for attracting financing for research and consuiting
activities. The plant and faciliies maintenance program has alsc been improved, the
cafeterias consolidated, student housing and facilities improved and the hotel facilities placed
under modern management with a hotel administration specialist.

The Endowment Fund has reached RD$35 million, over half of its goal, with an
average earnings rate of 20 percent, which provides RD$7 million annually to core financing
of ISA. The Development Office is now staffed and is expected to improve the fund raising
effort for the Endowment and in developing a mechanism for identifying grants for research
and consultancies and acting as a liaison office in Santo Domingo for all of ISA’s needs.

One major area of concern remains the production units within the University, as to
their status vis a vis modern management. Although opportunities exist for developing these
units as "income generating” activities, only three are currently operating to produce revenues-
-the hotel management unit, the conference center, and the new contract for the bakery. With
the installation of irrigation the University farm is expected to turn a profit, and analyses are
being made to find solutions for the other facilities. The soils laboratory does not appear to
be viable for the private sector.

Perhaps the key issue is the demand for training at ISA. An aggressive recruitment
program is underway to attract students to ISA. Although expectations were high, '93-'94
enrollment was only 57, with total enrollment at 189. Although the institution has made the
improvements required from an administrative standpoint to meet the challenges facing them
in the next Century, there needs to be more discussion cn what the demands will be with
respect to non-traditional agricultural preduct selection, production technique and product
transformations in order provide a curriculum more tailor-made to the needs of the sector and
its demands for training. More attention needs to be given to the interests expressed by the
private sector, as envisioned by some of the Board of Directors, in terms of the type of
training needed for these alternative crops and products. The feod science and product
processing capacity of the Institution needs to be expanded. It is certain the future years will
demand more exotic, niche market products, with some form of processing prior to sale or
export.

Calculations on cost/student ratios, show full-time student costs to be high ($10,000)
but when short-term students are factored in the per student costs roughly equal U.S. state-
supported Universities ($6,600). The full-time TA to student ratio is 1:46, and the number of
weeks of student training per week of TA is more than twenty-two. It is obvious thai ISA
needs to attract more full-time students. However, the maining provided at ISA is particularly
attractive to the private sector. The development of the internship program, in which every
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student must work up to three months with a private firm in the feld has become a very
attractive component of the ISA training program, giving ISA a reputation for being
“practical" and relevant to the non-traditional agricultural sector. As more productive units
come on line, opportunities for student work assignments will materialize to further enhance
their practical training.

The Continuing Education program at CADER is expanding and has been a noticeable
success activity for ISA. Since it generates additional income for ISA, this is a very positive
contribution in the mix of services offered by the Institution. Through March of 1993, the
project had used a total of twelve vears of long term technical assistance out of the 28 years
which were budgeted. Short term: consultancies were used to analyze the administrative
requirements of the organization, for topics such as academic affairs, research, finance,
student affairs, the business office--accounting, procurement, personnel, maintenance,
budgeting and computerization. Additional consultancies were used to establish the strategic
planning process and the financial development system. Local consultants were used to
design the accounting and computerization systems, the new farm irrigation system, and the
motor pool/preventive maintenance department.

4. Principal Recommendations

I Reduce the rector’s off-shore training to one year.

I1.Rather than promote large-scale canning of tomatoes or pineapples for the food
science unit, a smaller unique approach could be taken to produce specialty gourmet items.
such as preserves and pickles of fruits and vegetables, yoghurt, ice cream and cheese for a2
milk processing facility, and sausages and canned meats. Through the MUCIA contract the
Ohio State University Food Industries Center would be interested and willing to participate by
providing technical assistance to reestablish these processing lines, and with MUCIA’s unique
contacts to the Ohio State Canners Association, it is likely that they could entice a private
independent canner to provide second hand machinery and management training for the
opportunity to engage in off-shore sourcing of specialty items as mentioned above.

III. Explore the possibility of developing a Bono Educativo based on the
production potential of mahogany on the ISA forestry farm sites, proceeds of which would go
to the Endowment Fund.

IV.  Market opportunities exist in several markets for many crops that can be grown
in the Dominican Republic. It is recommended that the project contract for a complete
analysis of the crops from the Dominican Republic that could have market windows in the
U.S. and Europe. Simultancously, more in-depth analysis of production costs and adaptability
to local conditions must be developed based on field crop budget analysis. Market analysis
and crop budgets should be developed for teaching and consultancies.

V. Training in post harvest handling and cold storage is imperative if the emphasis is
going to be on developing capacity for non-traditional fresh crop exports.




V1.  Student recruitment from the region should begin in earnest. There is no other
University in the region that can teach in these fields with a concentration in the non-
traditional creps and products, including natural resources, tropical timbers, foed technology,
post harvest technology, marketing and policy analysis.

VII. The capacity to offer a joint degree with one of the Big Ten Universities is
recommended and expansion to include a master’s degree.

VIIL Given the complexity of non-traditional crops and preducts--their markets,
production and handling--it is the judgement of the evaluator that the use of external technical
assistance be continued.

IX. Concern remains over the depletion of technical assistz: e and direction at
CADER. It is recommended that the TA continue and that the time the director is offshore
be limited to one academic year. The number of participant trainees and their length of stay
off-shore is critical to other units as well.

5. Lessons Learned

L The development of a University Faculty with a specific focus such as non-
traditional agriculture is a long process. The University itself must be admimstratively sound
before specific curriculum designed to foster development in particular commodity areas can
be established. This takes a broad range of resources in many diverse subject matters as has
been demonstrated by the technical assistance team. Success in University management and
administration perhaps should not be judged solely by the number of fuli-time students or
their cost/student ratios. but rather by the efficiency with which the administration conducts
its overall tasks.

Il Identifying a curriculum tailor-made to the development of non-traditional
agriculture which can train professionals in these topics is extremely difficult, principally
because the field of non-traditional crops and processing activities is so ill-defined. More
clarity in defining objectives in relation to non-traditional crop and livestock production,
processing and marketing is required. '

III. Determining the direct cause and effect relationship between the training of .
mid-level professionals in non-traditional agriculture and the increase in rural incomes due to
non-traditicnal agricultural expansion is virtally impossible. However, if ISA can lead the
way in introducing new crops, products, inputs, processing techniques and marketing
approaches, the non-traditional agricultural sector will benefit, not only with trained
technicians, managers and analysts, but also with new and appropriate technologies.
However, more focus and definition is required in order to accomplish these goals.
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IV. Participation by a U.S. University or Consortium is critical in providing
additional expertise in the training and research programs than what is available locally. In
addition, external (U.S.) professors Zsnd credibility to the faculty and staff and expand their
coverage and breadth in course offerings and research training. Without the U.S. connection,
the institution will be constrained in its attempt to atiract more students, both domestically
and internationally. Because the purpose of the U.S. University connection is to provide
expertise and credibility, long-term staff should be selected from the U.S. host university’

institutions.
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Al rurpose, Procedure and Scope

The purpose of this evaluation was to determine the progress made by the Instituto

- Superior de Agncultura (ISA) (grant recipient) and the Midwest Universities for International
Activities (MUCIA) (contractor) in carrying out the goals and purpose of the University
Agribusiness Partnership Project (517-0243) funcded by the United States Agency for
International Development (A.LD.). Specifically, the evaluation assessed the degree of
compliance of the grant recipient and the contractors to their stated objectives and approved
modifications, evaluated the effectiveness of the project’s inputs and outputs within the ISA
structure of activities, made a determination as to the validity of the overall project goal in
the context of current developments in the agricultural sector and analyzed the institutions
financial capacity and potential to attract financing for future activities, -

The procedure followed in carrying out this evaluation was to i) Review project
papess, Country Development Strategy Statements and Action Plans; 2) Develop
questionnaires for ISA and MUCIA Staff, for local agribusiness personnel, anc for farmers in

the area; 3) Conduct extensive interviews with ISA, MUCIA, and local farmers and business
Tepresentatives; 4) Review ail pertinent project and institutional documentation and project

- outputs; 5) Visit the campus of ISA and surrounding businesses and farms in t_he Santiago

~ area and the Development Office in Santo Domingo; 6) and return 10 Santiago to make a final
report on findings and recommendations to ISA, MUZTIA and USAID staff, once the report '
was developed, reviewed and finalized. This procedure was designed to provide information
in all areas of the Terms of Reference indicated belew. '

The complete Terms of Reference for the evaluation are provided in Annex 4. The
study included gathering accurate information and carrying cut appropriate analysis in the
. following .areas of inquiry:

0 Identification of indications of overall geal achievement and determination of
' the validity of the measures of goal achievement.

L _ Deteﬁninétion of achievements in satisfying the prolect purpose statements.
o Measurements of project cutputs.

0 Gender issues in project implementatior..

0 Comparison of project objectives to the Country Development Swategy

Statement and Acton Plan.

0 Recommendations for modifications required to meet CDSS objectives and
project goalg, purpose and output ohjectives.



B. Principal Findings

1. Goal Statements

As the income generated from traditional crop exports (coffee, sugar, cocoa and
tobacco) has declined due to drastic decreases in internaticnal prices, non-traditional
agricultural activities have increased to some extent to replace these lost earnings. Since ISA
has been a major actor in training agriculturalists and mid-level management in the area of
non-traditional agricultural pursuits, the Institution has played a significant rcle in supporting
this economic transition in the Dominican Republic. Non-traditional exports reached $137
million dollars in 1992, in spite of an unfortunate incident with regard to meat exports which
accounted for a $22 million dollar decline and up from roughly $85 million in 1986. This
represented 60% of the value of traditional crop exports, compared to approximately 37%(*)
in 198%. However, the project goal is to "increase non-traditional commodity based income”,
and not just exclusively from non-traditional exports.

Attempts have been made to diversify production from these crops to non-wraditional
commodities with some degree of success. Pineapples, citrus, cut flowers, avocados, bananas,
plantains and frozen fruit have all experienced significant production increases over the last
several years. However, the volume of these sales cannot gasily make up the difference in
the fall of revenues experienced by the price decreases for the wraditional products. A
concerted cffort continues to be required to promote alternative non-traditional products both
for domestic raarkets and fer export.

Production of non-traditional products is required for domestic as well as export
markets. The Dominican Republic’s are a small portion of the exports from the entire region
for many crops. Expansion of production of these crops will not affect these markets in the
U.S. or Europe. however, the entire range of potential crops has not yet been exhausted, and
significant scope remains for expansion. Moreover, the shift to non-traditional production and
processing will have a noted effect on emplovment and income in the rural farm sector

-because of the greater need for farm labor for these .ctivities. In the area of processing,
significar* labor wiil also be in demand. And lastly, this labor

(*) Evaluator estimate based on less production of bananas, pineapple, plantain and avocado,
and a higher export value of traditionals. (See Jesus de los Santos and Kevin Murphy study.)
will be made up of both men and women in relatively equal amounts. Many studies have
shown that employment in non-traditional crops and the processing of these commeoedities 1s
carried out almost equaily by both men and women.



In order to determine the full exient of the impact of non-traditional commodity
growth in the Dominican Republic, a fairly major study must be conducted similar to the one
carried out on exports by the CADER staff referenced below. Nevertheless, it should be
noted that the project is not responsibie for causing this transition from traditional crops but is
rather providing a necessary element in the mix of requirements needed by the country to
make this transition in an orderly fashion with an efficient use of natural resources and human
capacity.

0 Goal
"to increase non-traditional commodity based rural incomes.”

It is certain that the development of non-traditional crop and commodity
preduction over the last several years has contributed to increased rural
incomes. ISA has played a major role in this transition. Every enterprise that
was nterviewed indicated that they had employees who were trained at ISA.
In addition, the farmers who met with the evaluator expressed recognition for
the value of the training offered by ISA, especially with respect to the control
of the white fly. However, a more concerted effort to stimulate the non-
traditional sector could have an even greater impact on rural incomes. ISA i
poised to make this contribution and holds a rather unique position in the
development community in this respect. Few institutions are strategically
stinated with regard to this objective and with the built in capacity that has
now been generated at ISA. (See Recommendations)

2. Project Purpose

The project purpose statement has an intermediate objective of providing mid-
level trained professionals in non-mraditional agricultural and business management and
administration pursuits through an A.LD.--funded institutional strengthening set of activities.
It should be noted that the purpose is to trzin mid-level professionals rather than technicians
or vocational arts. This refers to the level of the curriculum, being that of a typical
undergraduate program in agriculture with a bias towards non-traditional, altermative crops,
products and activities, including a strong emphasis on management, accounting and
administration. With respect to the specific purpose objectives, the project has accomplished
the following:

0 Preparation of mid-level technicians specialized in agribusiness and
agro-industrial applications to non-traditional commodities.

Although enroliment on a national scale in agricultural curriculum is

declining, ISA recruitment efforts have been significant to the extent that
enrollment is increasing and is expected to reach 115 new students this Fail.
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Given the demand for this wraining it becomes apparent that ISA s providing a
quality service to the agribusiness and agro-industry community and all
discussions with staff, consultants, farmers and business representatives
supported this view,

0 Has the management of ISA and CADER been improved to meet the
needs of 20107

This is an ongoing process that is in full swing. The Rector has just left
for Ohio State University on a one (to two) year administrative training
exercise. The director of CADER is programmed for exiernal training
(INCAE) early next year. Two others are currently in training in the U.S.

This training will assist ISA and CADER 1n improving their management
capabilities. In addition, interviews with Vice Rectors and Department
Directors, as well as contractor staff, gives clear indications that the
management of ISA has improved considerably, and with the new strategic
planning system, is poised to carry on efficiently well into the next century.
The accounting, budgeting, financing, personnel, procurement, and performance
evaluation systemns have all been revised and upgraded. A computerized
accounting and budget system is in place. Salaries have been adjusted to
compete with the private sector, and o give incentives for attracting financing
for research and consulting activities. The plant and facilities maintenance
program has also been improved, the cafeterias consolidated, student housing
and facilities improved and the hotel facilities placed under modern
management with a hotel administration specialist.

Although the institution has made the adjusimenis required from an
adrmunistrative position to met the challenges facing them in the next Century,
there needs to be more discussion on what the demands will be with respect to
product selection, production technique and product mansformanons in order
meet the future demands. More attention needs tc be given to the inierests
expressed by the private sector, as envisioned by some of the Board of
Directors, in terms of the type of training needed for these alternative crops and
products. The food science and product processing capacity of the Institution
needs to be expanded and analyzed once again. It is certain the future years
will demand more exotic, niche market products in a transformed stat, i.e.
processed in some form.

0 What is the status of the Endowment Fund?

The Endowment Fund will reach RD$33 million later this month when
the Government makes its promised deposit. At an average earnings rate of 20
percent, this will provide RD$7 million annually to core financing of ISA, out
of a projected annual budget of RDS$23 million for 1994, or roughly 30%. The
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goal for the Endowment Fund has been raised to RD$60 million and RD$5
million has been identified and committed from the private sector, according to
the Chairman of the Board of Directors. At this level the endowment fund
should provide for 60% of core funding needs. Several efforts are underway
and being proposed to expand this fund. (See Recommendations).

0 The ISA Development Office

The Development Office of ISA was initiated in the beginning of the
project but the person assigned to the position to manage the office resigned
over a year ago. Recruitment for a replacement took an extraordinary amount
of time, trying to find the most appropriate person for the job. A broad-based
recruitment process was utilized and finally a candidate was selected only last
month. As a result, the operations of the Development Office are only now
beginning to materialize. Expectations are that the Office will provide a
critical contribution in fund raising for the Endowment and in developing a
mechanism for identifying grants for research and consultancies and acting as a
haison office in Santo Domingo for all of ISA’s needs.

0 BS degree in Horticulture and technical degree in Forestry.

Each of tnese degrees have been formalized and established. However,
the original departments of Horticulture and Forestry have been revised to more
appropriately address the major issues facing their respective sectors.
Horticulture is now part of the Agronomy Department and Forestry is part of
Natural Resources.

0 Have ISA and CADER staff salaries and income opportunities been
created to equal private sector levels?

Salaries have increased four times. Opportunities for additional incomes
have been developed through CADER and various research oppormnities.
However, the degree to which an ISA staff member can obtain additional
income depends to a great degree on that faculty member’s ability to atact
additional financing. Through the CADER center grant proposal preparation is
demonstrated and CADER has been extremely successful in competing for
grants from FDA. The mechanism exists for supplementing salaries but not all
staff are capable of taking advantage of this opportunity, nor is it certain that
all will develop this capability. However, those whe are not capable
presumably would not be attracted to the private sector for the same reasons.
For this reason there is a differential in staff salaries according to merit and
market for specific capacities. Faculty associated with CADER eamn relatively
moere than department associates.



0 Are the productive university units under modem private secior
management?

There are a host of productive units at ISA. Also. several other
"productive” units could be established. Great opportunity exists for
developing these units as income generating activiries. but this will take
additional analysis to determine what would be the most appropriate approach
to take.

Three activities are now under moderm management. The hote! section
has been placed under the management of a hotel administration graduate and
is being managed as a profit center. The conference center is also being
managed in a way so as to rent out facilities as well as charge short courses
and continuing education for conference services. A new contract has just been
let for the operation of the bakery. Several other potential lease-conwacts or
management contracts are being considered but have not reached the concrete
proposal stage as of this date. Considerations have been proposed for the food
science laboratory and canning facility, to provide service in vegetable and
horticulture processing, processing of milk products and processing meats.
FAO is finalizing plans to finance a cheese processing capability. (See
Recommendations)

0 Demand for training at ISA.

An aggressive recruitment program is underway to atiract students to
ISA. Expectations are thar enrollment will reach 113 this Fall. but the actual
enrollment was only 57. Last year’s class was 103. the previous year it was
22. This refiects the variant nature of demand for agricultural training and the
vicissitudes of public perception of the need for these kinds of skiils. Recent
adverse statements by the Government in the press have also dampened the
original enthusiasm for ISA’s waining.

ISA’s Enrollment, "87-°93

1987 93
1988 82
1989 119
1990 67
1991 22
1692 103
1593 57



However, these numbers do not reflect the tremendous increase in
activities at CADER. Demand for CADER courses and research is expanding
rapidly. and must be given toial support by the institution. This will
complement to a certain extent the lower level of entrants n the two-three-year
program.

It must be realized that ISA is competing in a declining market in the
demand for agricultural training due to the relative decrease in agricultural
output in the economy and the lack of emphasis in agriculture on behalf of the
current Government. However, CADER is hosting a series of discussions with
all of the political parties in order to more clearly define a generalized and
acceptable agricuitural policy for the country, one that will emphasize support
for non-traditionals. In addition, Government employees have recently received
an increase in base salaries of almost 100%, which should make the
agricuitural vocation more attractive and stimulate more demand for
agricultural education. Both of these situations should help increase the
demand for training at ISA. Also, based on the Austin Associates survey of
the demand for ISA graduates in the private sector, and discussions with
students and local business representatives, the demand for ISA tained
graduates is perceived to be strong in spite of the general economic difficulnes
in the economy.

Moreover, the training provided at ISA is particularly attractuve to the
private sector. The development of the internship program, in which every
student must work up to three months with a private fum 1n the field has
become a very attractive component of the ISA training program. ISA has a
reputation for being "practical” and the development of the student work
program to defray tuition costs also provides an opportunity to develop
practical experience in production. (This component of the curriculum is being
expanded--as more productive units come on line, oppormunities for more
relevant student work assignments will materialize.)

The annual budget is in the order of twenty three million RD3$ (US$ 1.8
Million) for 182 registered full-time students which calculates to about $10,000
per student. However, in addition to full-time students, ISA trains several
thousand in short courses. Combining full-time and short course students
together, cost per student is $6,000 on a full-time equivalency. The full-time
TA to student ratio is 1:46, and the number of weeks of student training per
week of TA is more than twenty two. It is obvious that ISA needs to attract
more full-time students, but under the current economic recession and the
turning of the terms of trade in agriculture, demand for agricultural training is
lacking. This is even more true in the U.S. where agricultural school’s
attendance rates have dropped considerably in recent years.



0 Conunuing Education

The continuing education program at CAFER is expanding and has been
chosen as one of the two areas of concentration by the Institution. in erms of
1ts decision to stress policy analysis in agriculture. The above mentioned
exercise with the political parties reflects this interest. The CADER program
can be expanded even further. Since it generates additional income for ISA,
this is a very positive contribution in the mix of services offered by the
Institution.

0 Long term and short term technical assistance.

Through March of 1993, the project has used a total of nine years of
long term technical assistance out of the 28 years which were budgeted. The
project was supposed to start with long term technical assistance but the
MUCIA contract was not signed until nine months after the project began. and
-at that nime the Gulf War was raging. Further delays prevented the long term
technical assistance from starting until March of 1990. Furthermore, based
partly on the inability to adequately support U.S. personnel in country, the one
long term advisor who left after one year was not replaced. As a result. the
project did not have the assistance it required to initiate all that was needed in
the first year.

To compensate for the diminished long term technical assistance and the
underestimate of what was required for technical assistance ¢ the
administrative component in order to reorganize and resuucture the
administrative system, short term consultancies were used extensively during
the first two years of the project. Twenty four consultants worked with the
staff of ISA to0 analyze the administrative requirements of the organization.
Topics such as academic affairs, research, finance. student affairs. the business
office--accounting, procurement, personnel. maintenance. budgeting and
computerization were all addressed in this fashion. Additional consultancies
were used to establish the strategic planning process and the financial
development system. Each vice rectory alsc solicited corresponding technical
expertise to assist in the redefinition of functions for each office. In additon
to the foreign technical assistance. ten local consultants were used, principally
to design the accounting and computerization systems, the new farm irrigation
system, and the motor pool/preventive mamtenance department.

The use of short term technical assistance tor administration pushed the
total number of weeks utilized up to 438 as of March 31. 1993, However. this
1s somewhat misleading. The original project paper called for 300 weeks of
short term consultancies, but the contract signed with MUCIA reduced that
number to 203. Several project SARS use the figure of 240 as the adjusied



amount. To date (4/1/93} a total of 89 consultants have been used. The 66
foreign consultants gave approximately three weeks each of consultancy work,
totalling 208 person weeks, and 23 jocal consultanis provided alinost ten weeks
each of consultancy time, totalling 230 person weeks.

Local consultants were not conternplated or budgeted for in the projsct
paper, but during execution the project managers found that short term
domestic consultants could play a particularly useful role in many areas and
thus were engaged. The resulting short term consultancy rate is thus higher
than what was programimed originally, but in terms of budget has not exceeded
the combination of line items allocated for long term and short term
consultancies. These discrepancies in the approved number of short term and
long term consultancy requirements need to be resolved and reprogrammed
with proper authorizations from the project officer and adjusted to the dollar
budget amounts and not the total number of work weeks as listed.

In questioning the staff about the relative merits of the short term and
long term consultants, there was virtual unanimity that those who have come to
the campus have been extremnely useful and worthwhile, and that more of this
assistance is desired and recognized as essential in developing ISA.

Of the 89 consultants used in the project, 34 were used to advise the
administration, including the Rector’s office and vice rectories, 22 provided
assistance to CADER, and 10, 11, and 12 respectively assisted the horticulture,
animal production and natural resources departments. Department heads and
rectors and vice rectors have responded that these consultants were useful,
timely and competent and they would like them to continue.

0 A Critical Issue-Marketing Strategy for ISA

Because the demand for ISA varies in a declining and rapidly shifting
market, ISA must develop a strong and aggressive marketing campaign.
Alumni and the private sector in the Republic must be captured in order to
provide more financial and advertising assistance. This is imperative for ISA’s
survival. Other sources of income and support are discussed later in this
report, but a marketing of ISA in the community by ISA’s waditional
supporters-graduates and users of the services-must be tapped immediately.

Qutputs

o At least 40 full time faculty trained with increased awareness of gender
1ssues.
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The forty-plus tull ime teaching staff at ISA and CADER have been
trained through graduate degree training, with the assistance of long and short
term counterparts, by short term training courses and by participation in on-
campus and local training activities. They have matured into a competent.
dynamic, enthusiastic and well respected cadre of professionals engaged in
teaching and training in agribusiness and non-traditional commodities.
However. the staff is somewhat young and with limited hands-on experience in
business. Most of them have been former students at ISA who have continued
on with graduate study and returned to the campus as professors. Given ISA’s
precarious financial standing and the decline in demand for agricultural training
in general, ISA has not been able to recruit from other Universities, the private
sector or the public sector. Some professional staff are considering their own
internships to gain additional "business experience’.

0 Ten full time staff at CADER.

The situation at CADER is less robust. Although nine staff have been
trained and prepared in the methodology utilized at CADER (based on the case
study model exemplified by Harvard Business School and INCAE), five staff
have left. The current director is scheduled for long term training in February,
"94. In spite of this situation, CADER has been a real plus in the development
of ISA. The number of courses, seminars, research grants, consultancies,
students and special activities continues to expand and virtually all activities
cover costs and contribute to overhead. The interruption in the provision of
technical assistance from the MUCIA contract, from which Austin Associates
provided Kevin Murphy, will be greatly felt. Additional technical assistance
will need to be assigned quickly to CADER to ensure its continued growth.

o Fifteen policy workshops.

Twenty-nine policy workshops have been conducted as of March
31,1993.

0 Sixty policy seminars.

Thirty-seven pelicy seminars have been conducted as of March 31,
1993.

0 Fifty weeks of short cycle training for agribusinesses.

Ninety-one weeks of agribusiness short cycle training has been offered
up to March 31, 1963.
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2000 farmers wrained.

Qver 3,500 farmers and farm leaders have been trained in ISA’s
CADER programs, 2,892 men and 692 women.

250 monographs.

128 research monographs have been produced as of March 31, 1993,
and roughly thirty more are currently in production.
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C. Gender Issues

I ISA has performed well in recruiting women students in agricuiture and
agribusiness in spite of the general lack of interest and presence in this traditionally male
environment. Over thirty percent of the student body are women and it is expected that the
new incoming class will have 40% women.

2. Women chair one department at ISA (Animal Production) and head up the
Comptroller’s office, Accounting, Purchasing, Personnel and the Student Credit Office.

3. Women faculty received seven percent of the short term professional exchange
during the last semester (Fall *92) and fourteen percent over the life of the project.

4, Nineteen percent of the farmers and business leaders trained at the Institute
WEIE WOmen.

3. There is a general awareness on behalf of staff and administration that women
must play an integral part in the life of the insttution.
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D. CDSS and Action Flan Achievemnenis

1. This project addresses all four of the strategic objectives of the revised action
plan for 1952-1694. ISA’s overall goal is 1o provide training in the production and marketing
of non-traditional commodities and to deveiop and maintain the country’s natural resource
base. In pursuing this goal. ISA’s trains agribusiness people in identifying alternative
products for domestic and export productios. This supports strategic object 1, increase and
diversify external rade. Non-traditional agricultural production and exports is one of the
fastest growing sectors of the economy and ISA plays a major role in this promotion.

2. The second strategic vhjective is to provide additional oppormunities for low
income groups. ISA has traditionally atacted students from rural farming communities
throughout the country. Their roots are out amongst these low income groups that are
targeted by this objective. As the graduates of the short and long courses of ISA return 10
their communities they begin to explore new opportunities which lead to the formation of new
enterprises using employees who come from these "low income groups”. And since non-
traditional agricultural production is a heavy user of agricultural wage employment, new
employment opportunities will mushroom in the rural aieas by virtue of these iniuatives.

3. The third strategic objective is to increase the availability of water for sustained
economic development. With regard to this objective, ISA has reorganized one of its
departments to incorporate “orestry and watershed management into a natural resources
department. The ecology of watershed management and reforestation will be addressed
through teaching, research, policy analysis and reforestation production uniis.

4. The fourth strategic objective, participatory democratic reform, will be
addresses through the development and expansion of ISA’s CADER program as it
concentrates on developing new agricultural and agribusiness policies for the four major
political parties. Through a series of open forums, CADER is hosung the discussions of
policy reform in agriculture, which will lead to more participation of the views of the new
non-traditional agricultural sector and the interests of those trying to expand non-traditional
exports. Since these market participants are generally not an integral part of the existing
ruling class of traditional crop producers, this shift to non-traditional producers is part of the
goal of this fourth strategic objective.
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Recommendations

Recommendation [.

The restructuring of the administration has been carried out and there is now a
new strategic plan for the next ten years that was based on an intensive self evaluatton,
highlighting their own perceived limitations and expressing their own expectations. Work
plans are now being developed for each entity within the orgamzation. New programs are
now ir place to cover procurements, accounting, personnel, a pension and retirement plan, the
farm irrigation system with equipment, a combined cafeteria, an improved hostel, and an
admissions office. The project should closely monitor these developments and provide
whatever assistance is required as they move from infancy to maturity. From all perspectives
this restructuring and the role the Rector played in orchestrating these changes appears to be a
resounding success story. Moreover, the Rector’s experience in conducting these activities
have made him particularly well-suited for the training he is beginning to receive at the
University of Ohio State. However, his long-term absence from the ISA campus could be
detrimental for the introduction and implementation of so many changes, new offices and
personnel. A one year absence would be recommended rather than 18 months to two years.
After having met with the Rector and the MUCIA program managers, it is felt that the
original suggestion by the evaluator for the return of the five wise men would be 1il-advised.
The new programs and new structure should be allowed to operate for a time before any
further evaluations are conducted.

Recommendation 1.

. One of the key guestions asked of the evaluator was in regard to the cuitent
status of the "production units”. At present, the caﬁnery and food science technology unit is
not operative. This entity needs to be spun off or incorporated into the activities of ISA.
Little thought has been expended in this direction to date because of the enormity of the task
and the seemingly impossibility of identifying attractive solutions. However, a concentrated
effort to find a solution to this dilemma was initiated by the evaluator and a petential solution
has been discovered.

Full scale canning would be inappropriate for the size of the facilities and the nature
of canning operations in general throughout the developing world. Rather than consider
large-scale canning of tomatoes or pineapples, and smaller unique approach could be taken 1o
produce specialty gourmet items. The facilities include a cannery (for preserves and pickles
of fruits and vegetables), a milk processing facility which could be adapted to produce
yoghurt, ice cream and cheese as well as a limited quantit; .f milk, and a meat processing
capacity that could produce sausage and canned meats. Through the MUCIA contract the
Ohio State University Food Industries Center would be interested and willing to participate by
providing technical assistance to reestablish these processing lines. With MUCIA’s unique
contacts to the Ohio State Canners Association, it is likely that they could entice a private

17



independent canner to provide second hand machinery and management training for the
opportunity to engage in off-shore sourcing of specialty items as mentioned above.

Moreover, the Food Industries Center is developing new technologies for a carbonated tomatc
drink fortified with whey, a discard product from the cheese process.

Since the farm at ISA will produce fruits and vegetables in sufficient quantities
preserving and pickling, the animal production unit will produce the milk for cheese, yoghurt
and ice cream, and the meat operations will produce limited amounts of beef, mutton, pork
and pouliry, sufficient raw materials will be available for a complete line of specialty
products.

The concept would be to lease the operations and management to representatives of
the Ohio Canners Association with technical assistance from the Food Industries Center at
Ohio State to set up training facilities and a hands-on food technology curriculum so that the
facilities could turn a profit for ISA and at the same time provide instruction in food
technology and food science. Since the current acting rector is trained at the Ph.D. evel in
this discipline, a core staff member wouid already be in place and presumably courses could
be built around actual work in the facilities as they do at Ohic State in their piot processing
plant on campus.

Employees at the facility would be the students who have to provide work to ISA for
“their tuition offset. Also, this additional curriculum would be beneficial to the student body
who would then be prepared to find employment in the fast growing food processing industry
for non-traditicnals.

Recommendation III.

Explore the possibility of developing a Bono Educativo based on the
preduction potential of mahogany on the ISA forestry farm sites. A private firm in Costa
Rica has developed a tax free bond issue for a stand of Indian Teak that will eventually be
used for parquet floors in Switzerland. Several other firms in Costa Rica seil bonds for
investors in fruit tree plantations. The idea would be to use the land owned by ISA to plant
several hectares of mahogany in the dry land areas and teak in the humid areas. A mixture of
pine may also be possible to give the producton unit more flexibility and integration. Once
the land is seeded and calculations on growth rates have been established, an estimate of the
future value of each hectare would be made to determine the net present value of each stand.

- These plantations would then be prescld in bond issues. Since the bonds would be to support
- a natural resource base and recovery of a national treasure (Tropical Mahogany) anvone
purchasing the bonds could claim tax exemption for an equal amount (This weuld be
negotiated with the Government.) Since the bonds would be sold at a heavy discount it
would be expected that local businesses or even some foreign investors or wood products
firms (timber producers or furniture makers) would be interested in purchasing the bonds.
Proceeds from the bonds would be used for deposit into the ISA endowment fund.
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Once the piantations are seeded, the Forestry Division would supervise. monitor and
guard their preduction. The Forestry Division would also develop a curriculum around the
production of these types of industrial woods. [n this process ISA could also provide a
service to the country for reforestation using these species and provide seedlings as well.

Recommendation IV.

The production of ron-traditionals is dependent upon market demand. Market
opportunities exist in several markets for many crops that can be grown in the Dominican
Republic. It is recommended that the project contract through MUCIA for a complete
analysis of the crops from the Dominican Republic that could have market windows in the
U.S. and Europe. This information would then be available to the students, for short courses
and for individual business people interested in expanding into alternative Crops.

At the same time that the market windows of opportunity are identified, more in-depth
analysis of production costs and adaptability to local conditions must be analyzed. Based on
field crop budget analysis, a complete set of data should be developed for teaching and
consultancies and for comparison with the market window information. Information on
packaging and transportation should also be developed. This information would be used for
teaching as well as for consulting for anyone interested. Short courses could also be
developed around this information.

Recommendation V.

Training in post harvest handling and cold storage is imperative if the emphasis
is going to be on developing capacity for non-traditional fresh crop exports. A locally
constructed cold storage facility could be constructed for under $50,000 and could be used for
the waining of all of the principles of cold storage handling for the different types of crops.
Since each crop is handled differently, this training would have to be quite sophisiicated.
MUCIA could tap into their University pool to obtain faculty to set up this type of course,
using the locally constructed cold storage facility. This facility is also designed to take out
the field heat for specific products.

Recommendation VL

ISA is now in a position to attract students and course attendees from the entire
region-Central America, the Caribbean, South America and, as is currently happening, from
the U.S. (MUCIA offers credit courses for participating Universities at ISA each year.)
Recruitment from the region should begin in earnest, especially if the curriculum could be
expanded as recommended above. There is no other University in the region that can teach in
these fields with a concentration in the non-traditional crops and products, and to include
natural resources, tropical timbers, food technology, post harvest technology, marketing and
policy analysis. In order to ensure that this regional effort is successful it is recommended
that through MUCIA they develop the capacity to offer a joint degree with one of the Big
Ten Universities. The Director of MUCIA believes this is possible at this time.
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Recommendation VII.

If ISA is to be a regional agribusiness and alternative non-traditional products
center, offering a joint degree with a midwest university, then it should increase its academic
offering to include a master’s degree. MUCIA would be in a position to assist in this
formation and is extremely interested in doing so. This would also tie in to the idea of
offering a joint degree from a U.S. University, similar to what INCAE offered originally with
Harvard.

Recommendation VIII.

The project has achieved significant progress to date, but this does not mean
that it can be turned over to the local counterparts to run by itself. The complexity of non-
traditional crops and products, their markets, production and handling, is exiremely difficult to
handle conceptually and practically. It is the judgement of the evaluator that the use of
external technical assistance must be continued. Each department head interviewed, as well
as the administrative staff were unanimous in expressing a desire for continuing the technical
assistance.

Secondly, ISA needs an identification with a foreign University in order to increase its
drawing power for students from the Dominican Republic and from other countries. Ohio
‘State has already started a program of internship at ISA for a quarter. Other MUCIA members
could do the same, but this would be unlikely if there were no outside TA collaborating in
course preparation and teaching.

Lastly, the region desperately needs a training program for non-traditional products
production and marketing in the LAC Region and ISA could develop this kind of program if
1t maintains its high standards and its U.S. University affiliations. The evaluator does not
believe that this could be achieved without the continuation of the MUCIA technical
assistance project until the PACD. But it should be noted that this is a delicate 1ssue. This not
to insinuate that the Dominican staff are incapable of developing a quality program, but rather
it takes resources, experience, credibility and connections to advance technologies for non-
tradinonal products. A strong relationship one of the MUCIA member Universines would
ensure these developments. The goal would be to establish a joint-degree program with the
designated U.S. University by the end of the project period, a possibility that has real
potential at this time according to the MUCIA’s director and his readings of the attitudes of
the MUCITA consortium’s group of University Presidents. Moreover, the 1A director will be
working with this steering committee of Presidents, he will know them personally, and will be
in a position to assure them that ISA has the capacity to develop such a program.
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Based on these conclusions, my recommendation is the following:

Long-term Technical Assistance

Administrative 3 years
Natural Resources 2 years
CADER 2 years
Agronomy 2 years
Animal Production 2 years

Total 11 years

(This would give a total of 24 years out of the 28 originally planned.)

Short-term Technical Assistance
person weeks

Administrative 5
Bono Educativo 15
CADER 20
Market Analysis 20
Farm Budgets 20
Natural Resources 15
Agronomy 15
Animali Production 15
Food Science-feas.study 30

(includes setting
up mgmt contract)

Cannery 16
Milk proc/Cheese 16
Meat proc. 16
Cold Storage 20
Total 223



Analysis:
Current expenditure on short-term TA

Foreign TA 208 weeks
Domestic TA 230 weeks, equivalent to 57 foreign TA

Total equivalent TA 265
Short-term TA authorized 240
Shortfall of 25 weeks

Short-term equivalent TA available from unused long-term TA is four years, or
208 weeks.

Short-term TA available from projected unused foreign participant training is 4
times $25,000 per year for two years, $200,000. This would provide 40
weeks, assuming 35,000 per week cost.

-25

. 4208
+40
+7223

Recommendation IX.

There is real concern over the depletion of technical assistance and
direction at CADER at this criticat point. CADER has been able to develop into the most
promising component at ISA, with the capacity to generate significant income for ISA and to
develop a tremendous reputation for the school. Cautting the TA and sending the director for
offshore training at the same time could be devastating. I recommend that the TA continue
and that the time the director is offshore be limited to one academic year. Since the offshore
training is not for a degree course, more than a year is not necessary. 1 feel he will learn
more in interaction with the ISA consultants and on the job training than he would from a
year a INCAE, where he has already received one degree.

In this same vein, I recommend that the Rector’s time outside the country be reduced
to 12 months so that he can return to lead the institution. I believe they need his leadership.
In addition, an analysis should be made of the wisdom of financing the participant training in
the U.S. directly from the DR. On the U.S. campus of most MUCIA consortium mernbers
visiting scholars receive less benefits than enrolled students or payrolled faculty. This
severely affects housing, health benefits, parking privileges, etc. There is no question that
these scholarships should be run through MUCIA. This is causing severe hardship at this
moment on the Rector’s assignment to Ohio State.
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Recommendation X.

The total number of "productive units" that should be considered at ISA are
listed below. Not all of these units should come on stream immediately because this would
entail a management nightmare. However, the university farm, the bakery, the hotel and
conference center and the proposals for the food science unit should be the first priorities.

Potential Productive Units

University Farm
Cannery-food technology lab
Livestock Unit
Dairy Products
Meat Products
Sheep
Poultry-meat or eggs (eggs for mayonnaise in cannery)
Aquaculture-catfish, carp, tilapia
Slaughter House and Tannery-Leather works
Wood Plantations
Carpentry/furniture
Soils Lab
Nursery-fruit trees, wood species
Feed Plant-for poultry, swine, milk cows, aquaculture
Cold Storage and post harvest handling

Recommendation X1

Participant training is a major concern of both the ISA administration and the
MUCIA project coordinators. If key people are sent off for training at the same time that the
project is trying to establish that unit, the utility of the training will be lost. It would be wise
to reconsider the number of offshore trainees. Eight were programmed, two have left the DR
for training and one is scheduled for February. Perhaps only one more should be considered.
Conversely, instead of going for two years the same could probably be accomplished in one
year. These are not degree training efforts. This reduces the incentives for these trainees and
they are also worried about losing their position at the institution if they go for traming. My
recommendation would be one-year training programs at collaborative MUCIA institutions
and in that way still provide for eight such study/work exercises. The same number of people
will have the opportunity to go offshore for a year but it will not be as threatening to their
current positions.
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F. Lessons Learned

I The development of a University Faculty with a specific focus such as non-traditional
agriculture is a long process. The University itself must be administratively sound before
specific curriculum designed to foster development in particular commeodity areas can be
established. This takes a broad range of resources in many diverse subject matters as has
been demonstrated by the technical assistance team. Success in University management and
administration perhaps should not be judged solely by the number of full-time students or
their cost/student ratios, but rather by the efficiency with which the administration conducts
its overall tasks. University strengthening is a long-term investment, and in this case, may be
one which should incorporate the participation of the U.S. institutions on a permanent basis.

1L Identifying a curriculum tailor-made to the development of non-traditional agriculture
which can train professionals in these topics is extremely difficuit, principally because the
field of non-traditional crops and processing activites is so ill-defined. More clarity in
defining objectives in relation to non-traditional crop and livestock production, processing and
marketing is required. The processing facilities should be upgrtraded and brought on line in
order to contribute to the range of course oiferings in the non-traditional agricultural field.

III.  Determining the direct cause and effect relationship between the training of mid-level
professionals in non-traditonal agriculture and the increase in rural incomes due to non-
traditional agricultural expansion is virtually impossible. However, if ISA can lead the way
in introducing new crops, products, inputs, processing techniques and marketing approaches,
the non-traditional agricultural sector will benefit, not only with trained technicians, managers
and analysts, but also with new and appropriate technologies. However, more focus and
definition is required in order to accomplish these goals. More attention needs to be laced on
defing what the market for non-traditionals may be in a decade from now from a country
such as the Dominican Republic, and what comesponding training will be in demand.
Perhaps policy analysis and natural resources course offerings will have 1o be supplemented
by marketing and production analysis, cold storage and crop preservation, transportation
technologies, and food processing.

IV. Participation by a U.S. University or Consortium is critical in providing additional
expertise in the training and research programs than what is available locally. In addition,
external (U.S.) professors lend credibility to the faculty and staff and expand their coverage
and breadth in course offerings and research raining. Without the U.S. connection, the
institution will be constrained in its attempt to attract more students, both domestically and
internationally. Because the purpose of the U.S. University connection is to provide expertise
and credibility, long-term staff should be selected from the U.S. host university institutions.
This was the case with INCAE, upon which ISA was modeled.
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G. General Comments and Observations
1. Comments on the Administrative Restiucturing Process

During the course of the project the administration of ISA used the short-term
consultancies quite extensively to assist them in evaiuating the current administrative structure
and in designing a new reorganized system. This has been an excellent exercise has been
quite fruitful, giving the Institute a completely new look. The procedure began with the visit
of the five "wisemen" early in the contract period, who looked at academic affairs, research
and extension, student life, administration and business affairs. Several modifications were
made based on the recommendations emanating from their comments. Subsequently,
consultants were contracted to recommend changes in farm operations, faculty incentives and
employee evaluations. A major strategic planning exercise was designed by Echeverry from
Cali, Colombia, Universidad del Valle, which culminated in a strategic plan for the next
decade which was just completed last month. A colleague of his also helped develop the new
accounting and finance system. '

Austin and Associates conducted a review of the demand for ISA graduates, short
courses, and services from the Dominican Republic’s private agribusiness sector. Frances
Byrnes conducted an analysis of the Institutes research program. All of these studies,
consultancies and review and analyses have made a considerable impact on the upgrading of
the Institutes management practices. And the Rector has matured and learned a great deal in
this process. All indications are that he has improved from a caretakers position to that of a
dynamic leader of an institution that is poised to take off and become a truly regional
university with the capacity to offer a joint U.S. degree. ISA has come a long way in the
past three vears.

2. Comment on Technical Assistance in Non-traditonal Products

Non-traditional crop production or other non-traditional products creation is not
indigenous to the Dominican Republic. Knowledge as to how to produce, process, package
and market these products has to come from outside the country. Someone has to bring this
knowledge in. The country needs a mechanism for obtaining this information and for
distributing it to everyone in the country who is interested. The ISA-MUCIA connection is
an excellent way to transfer this information. It shouid be continued and reinforced. Several
recommendations have been made and if taken entirely then this project would be in a
position to accomplish the task of introducing non-traditionals to the DR. However, a
conscious effort must be made to analyze the market opportunities (i.¢., prices and volumes
for each product in each form), to test the production possibilities and develop
recommendations vis a vis producticn technologies, to train the community in post-harvest
technologies (i.¢., cooling, freezing, processing, packing, preserving, €ic.), to teach marketing
methodology (i.c., how to price, package, store, advertise and transport), and to continue to
hold open forums on key issues facing the non-traditional agricultural sector. The Institute
has selected to concentrate in forestry, watershed management, agronomy for fruits and
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vegetables and livestock products-the key growth industries of the near future. But
knowledge about how to develop these industries does not reside in the DR at this time. The
country must, in a sens¢, be willing to go out and buy this information. The ISA-MUCIA
project provides this opportunity for acquiring the information if managed properly.

The MUCIA contractors can provide specialists in all of the key areas encompassed by
the ISA swrategy. All of the divisions of ISA are the strengths of the MUCIA consortium’s
home campus activities. Forestry, watershed management, vegetables, fruits, dairy and meat
catte, pouitry, swine, sheep, food technoiogy-all of these disciplines are taught at these
Universities.

In addition, the ISA-MUCIA effort should concentrate on a few key issues. One that
is already being addressed is the issue of the white fly that attacks the tomato crop. An
Integrated Pest Management program is already underway. An equal effort must be designed
to permut proper forest or plantation management, from the point of view of economic
exploitation to natural resource protection. This will require lobbying for the lifting of the
ban on cutting timber (if it is plantation grown!). Another area of major concern, and one
that has caused severe hardships for non-traditional crop producers, has been the duties on
inputs and machinery. Although much has been made of the apertura, there still seems to be
a problem in this area-either a misperception on the part of the majority of the ISA staff or a
continuance of the limiting behavior (i.e., import fees or duties). Each of the major policy
areas must be identified and a special campaign be mounted to attack the problem.

3. A Unique Suggestion

One way to really give the staff of ISA the opportunity to become a veritable
expert in at least one crop, with recognized credentials taroughout the island, would be to
require each staff member to "Pick a Product”. For that product chosen the staff member
would have to become the expert, from seed selection and production, through research in
production technology and its verification under field conditions, on into post harvest
handling and processing, and finally, being totally knowledgeable abeut its market-both
domestic and international. Students of each professor would be required to produce theses to
follow a crop through from start to finish, just like an enirepreneur would have to do. In
order for each professor to learn the details of each crop or activity, each professor would
select outside talent from the pool available through MUCIA for the particular CTOp or activity
and would design course work and on-going research around the basic themes of the crop or
product. Since vertical integration is the key to any agribusiness person’s success, the staff
would be required to think like an agribusiness person.

4, A Word on Debt Swaps
The ISA debt swap was the first one that MUCIA attempted. Proceeds from the

swap amounted to $200,000 for a $500,000 payout; in other words, ISA received the
$500,000 donation plus $200,000 additional dollars in RD’s from the Government in excess

28



of the payout. The USAID grant was for $500,000 and ISA received $700, <+ However,
since this was one of the first orchestrated debt for education swaps by MIICIA they spent a
considerable amount of time and money in closing the deal. Subsequently, ihey have
orchestrated similar swaps in Ghana and are currently negotiating possibilities in Bolivia,
Costa Rica, Ecuador, the Philippines and Venezuela. Although the swap in the DR only
generated a 40% premium ($200,000/$500,000) whereas the Ghana deal generated a 300%
premium ($750,000/$250,000) this line of funding should still be pursued because there is
apparently another $2,000,000 in arrearages that could be utilized. 1 would contract with
MUCIA and the Debt for Development Coalition to negotiate the deal in order to get at least
a 100% premium. Much less than that would not be worthwhile. In the DR case MUCIA
spent about $73,000 for ISA’s $200,000 gain while in Ghana MUCIA spent $23,000 for a
$750,000 gain. Given that all parties now know how to carry out one of these swaps and that
there are precedence for the relative amounts of costs and premiums, a renewed approach to
trying another swap in the DR would seem appropriate at this time.

5. The Advantages of MUCIA

MUCIA represents the Big Ten Universities and has a working relationship
with many more as well as connections with many of the more prominent consulting firms
and institutions in the U.S. and abroad. They can tap into a large reservoir of talent as has
been shown by the variety and excellence of the shot-term consultants who have already
worked on the project. But the key advantage of MUCIA for A.LD. is in the cost structure.
Whereas consulting firms are generally near 100% in overhead and fees, and many of
MUCIA’s competitors are close to 50%, MUCIA only charges 27%, and many times this is
only on the first twenty-five percent of the particular line item expenditure. Secondly, if there
is a delay MUCIA can float the costs with a line of credit for which the Universities
generally cover the interest costs. This project cost $54,000 in interest before AI.D. finally
began reimbursements. Only institutions such as MUCIA can provide these kinds of services.
Although other University consortium exist, the others are not as financially sound as
MUCIA.

Having a University consortium involved with ISA is another unique advantage. The
consortinm is already sending students to ISA for one quarter a year and offering credit
classes. MUCIA is interested in offering a joint degree between one of the MUCIA
Universities and ISA. In zddition, they are interested in developing an Master’s Degree
program at ISA. In this way a long term relationship will be developed that will not end
when the project ends. Also, this relationship with a U.S. University will allow ISA to attract
students from the entire region and not just from the island.

The final advantage is in the relationship to Universities that are equally consonant
with the struggle for finding alternaiive crops and products. The major U.S. agricuitural
universities are facing smaller enrollments yet they account for a large share of the
University’s investment in faculty and facilities. At Ohio State there are about 1,000
agriculture students and another 1,000 graduate students. The university as a whole counts
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55,000 students. Clearly agricuiture is in the minority. But in terms of facilities and faculty,
the State College of Agriculture accounts for probably 40% of the University’s complement.
Hence, the agriculture faculties are desperately looking for new alternatives to attract students
and to serve the local communities. Similarly, the local canning firms which used to
dominate the midwest are moving elsewhere where labor is cheaper and production is not
subject to the risks of freezing, flooding and drought. Also, these universities have unused
land that is being encroached upon for urban uses or is too marginal for productive cash crop
production. The universities are in a bind are depending upen the MUCIA approach to create
some new opportunities. A relationship with ISA to teach, train and conduct research in
alternative products is just what they need. The marriage could be long lasting and extremely
beneficial to both sides.

6. Policy Analyses for Non-traditionals

Once a decision has been made to promote non-traditional products, a role of
advocacy becomes more important than one of "a level playing field" or "free markets with
absolutely no subsidies”, etc. Any business person attempting to crack into the non-traditional
products markets recognizes that some form of initial protection is desired and perhaps even
required if the local entity is to succeed in this brutally competitive exercise. Agricultural
and business policies are viewed in a different light when one is an entreprencsur compared to
one who is a government official. A government official is required to offer equal
advantages to all entities regardless of size, orientation, location, political party or religion.
This has led A.LD. to promote a program of no subsidies anywhere in the world.
Unfortunately, back home in the United States we legislate marketing orders, export
promotion payments, quota protection schemes, and price supports almost at will. OCurs is
one of the most subsidized and protected agricultural systems in the world.

In fact, our A LD. programs cannot aim at the development of the host countries i
which we operate without being careful not to cress the premises spelied out in the
Lautenberg Amendment, the Bumpers Amendment, Section 599, the textile quota system,
peanut quotas and citrus limitations. All of these statues restrict what we can do with A1D.
money.

Given all of these constraints I wouild suggest extreme caution and rigorous analysis
before making policy recommendations if indeed the goal is to promote non-traditional crop
production and eventual exportations. The policy issues under these conditions are extremely
complex. What appears to be a neutral policy may indeed be biased against a particular non-
traditional subsector. Just bringing in professors to conduct seminars on free market prices
and unsubsidized production (i.e. market prices for fertilizers and pesticides) may lead to the
infroduction of policies and investment codes that will eventually prohibit a large scale
ntroduction of nen-traditional crops and products because they will be too costly to produce
and not competitive in international markets. The "apertura” has already caused a problem in
the DR because cheap goods from external markets ‘are now less expensive than domestically
produced agricuitural products (i.e. powdered milk, vegetable oils, meats, etc.). A.LD. has
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already struggled with this situation in West Africa vis a vis powdered milk from France and
frozen meats from Argentina, and A.LD. has not reached a viable solution. Part of the
problem is that other countries dump or subsidize their exporis so that the distortion is passed

on to the receiving country, and tends to knock out any prospective for producing that product

domestically. A careful analysis of each policy with respect to the whole gamut cf non-
traditional products must be made in light of the DR’s position with respect to international
markets, the U.S., Lome IV and the EEC. Current restrictions on bananas is a case in point.
Some times a country must fight back with protection, counter measures, subsidies and
incentives in order to keep the playing field level (this is in effect what a marketing order in
the U.S. attempts to achieve).

My observation would be that if the DR is serious about replacing the lost revenues
from the decline in prices to the traditional products by introducing large scale production of
non-traditionals, a promotion and incentive scheme will have to be developed that gives
farmers willing to enter into this sector some kind of initial advantage in order to gain a
foothold and to penetrate the targeted markets. This will cost the Government something in
the short run.
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Persons Interviewed

USAID/Santo Domingo

Larry Laird,
Odalis Perez,

Instituto Superior de Agricultura

Wilfredo Moscoso, Acting Director

Angel Castillo, Director, CADER

‘Saul Abreu, Vice Rector Adminisiration
Maximo Leon, Vice Rector Academica
Anibal Rodriguez, Vice Rector Investigation
Yocasta Soto, Animal Production

Ramon Jimenez, CENDA

Domingo Carrasco, Natural Resources
Margarita Garcia, Forestry

Dr. Frank Thomen, Board of Directors
Gerente, Compania de Enlatados, Sr. Garcia
Gerente, Compania de Semillas, Sr. Genao
Andres Fernandez, Junta de Regantes

MUCIA

Jerry Ladman

Kevin Murphy
Alberto Beale

MUCIA in OHIO

Benito Ferreiras, Director of ISA
David Hansen
Mark Erbaugh
William Flinn
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CUESTIONARIO
UNIVERSITY AGRIBUSINESS PARTNERSHIP
PROYECTO ASQOCIADO DE LA UNIVERSIDAD Y LA ABROEMPRESA
Seccion 1

Asuntos Administrativas

Entrenamiento de facultad de tiempo completo. (Entrevista en
grupo, guienes estarn disponible)

1. En gue consiste su entrenamiento?
2. Comenta. sobre el aspecto de investigacion aplicada?

Como ha sido diferente y nuevo comparado a su
entrenamientc clasico?

3. Comenta sobre el aspecto de ensenanza? Que ha sido
nuevo? :
4. Que es el asunto de entrenamiento para la introduccion

de produccion de cultivos no-tradiciomales? Como ha
sido desenanda la ensenanza? Cuales han sido los
productos nuevos no-tradicionales?

5. Como han introducido el asunto del cezgo feminino?
Sobre invegtigacion, educacion, extencion, y 1la
adopcion de tecnologia.

Entrenamiento de facultad en administracion. (Entrevista en
grupo) ‘
6. En que consiste su entrenamiento de manejo y desarrollo
instituccional de ISA.
7. Ha side suficiente para mejorar la administracion de
Iisa?
Talleres, seminarios, vy publicaciones. (Recordar que se han
realizado)
8. Numero de talleres, topicos, y asistentes {(mujeres y
hombres) .
S. Numero de seminarios, topicos, y asistentes {(mujeres y
hombres)

10. ©Numerc de publicaciones, topicas, y su difusion.
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Entrenamiento de negociantes agroempresarial y agricultores.

11. Numero de semanas de entrenemiento de gente
agroempresarial (mujeres y hombres).

12. Numero de agricultores entrenados (mujeres y hombres).

13. Otros asuntos administrativas.

a. Establecimiento de programas titulares-
horticultura y forestal-y sus asistentes (mujeres
y hombres) .

b.

Acuerdo de Asistencia Colaborativo

1.
2.
3.
4.
5.
Financiamiento




CUESTIONARIC PARA LOS AGROEMPRESARIALES

Informacion General
1. Nombre y ubicacion.
2. Direccion

Informacion basica de la empresa.

3. Cuanto tiempo ha estado operando este negocio?
4. Quien es el dueno?

Familia

Gente privada

Empleadocs

Subsgidiario, domestico
Subsidiario, internacional

5. Quien la maneja?
Su relacion al dueno
Su entrenamiento
Su experiencia
Su nacionalidad

6. La empresa tiene procesamiento? Desde cuando?

7. Que valor de bienes tiene?
Las facilidades fisicas
La propriedad (terreno)

8. Que clase de entrenamiento recibio de ISAZ?
(Haga lista previa de todos los tipos de
entrenamiento)

9. Que influencia ha tenidc este entrenamiento?

Si la empresa compra articulos agropecuarios

10. Donde consigque los productos agroprecuarios?
Pliaza de mercadeo local
Por contrato con procductores

Comprados en el campe (de los
agricultores)

Entregados a la empresa

Otros (especifique)




11. Que cantidad de producto (crudo) ha comprado el ano
pasado?
Producto Cantidad
Producto Cantidad
Producto Cantidad
Producto Cantidad
Cuanto ha comprado por medio Que entrenamiento
preveas a lcs
agricultores?
Mercados

15. En que forma hi crecido sus ventas durante los ultimos
cinco anos?

16. Como indifigque sus nuevos mercados?
17. Como ha asistido su entrenamiento para buscar mercados?
18. Que cantidad de su producto esta vendido en:
Mercadoc local
Mercado regional
Al intermediario
A otra empresas procesadores
A otra empresa exportadora
A mercados internacionales directas
19. Que cntidad ha vendido el ano pasado?
Producto Cantidad Valor
Producto Cantidad Valor
Producto Cantidad Valor
Producto Cantidad Valor
Producto Cantidad Valor
20. Que ha sido su promedio de ventas sobre los ultimos

cinco anos?

Producto Cantidad Valor
Producto Cantidad Valor_
Producto Cantidad Valor
Producto Cantidad Valor
Producto Cantidad Valor

Cantidad y caracteristicas de los empleados

21.

Cuantos personas trabaja para le empresa?
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22.

Cuantos son mujeres? Hombres?

Que e el promedic de pago por dia? Varia por tareas?
Por mujer/hombre? (Describe)

Haga lista del trabajo mensual y por anc y desarrolla
un calendario anual del trabajo estaciocna



ENTREVISTA EN GRUPC CON FACULTAD DEL ISA
Evaluacién del Proyecto Universitarie de Asociacidn Agroempresarial

La Agricultura v su Nuevo Enfoque - Productos no Tradiciocnales

cémo ven los cambios de la agricultura de su pais? Qué es este
movimiento hacia productos no-tradicionales? ‘

En qué forma estdn ayudando ustedes?

Cuales son las nuevas oportunidades? Cdémo van a llegar a ellas?

cuidles han sido sus limitaciocnes en contribuir a la
comercializacién de la agricultura general del pais?

cémo han ayudadc ustedes en este cambio en cuanto a politicas
agricolas? Cudles medidas de apoyeo hacia este cambio han side
estimuladas por ustedes y qué restricciones han impedido el logro
de este cambio en la politica general del pais?



El Papel del ISA

Qué papel ha jugado el ISA en apoyar y estimular este cambio?

Estan ustedes preparados para ayudar al pais en este movimiento?

gué es lo gque hace falta?

suficiente No suficiente

Entrenamiento profesional cientifico
Practica en su especializacidn
Entrenamiento en Desarrollc de
Agroempresas
Planta fisica-laboratorios, campos, etc.
Financiamiento para investigacidn
Financiamiento para su remuneracién
capacidad estudiantil-preparacidn
Capacidad de aprendizaje

Es su remuneracidén competitiva con lo qgue se podria ganar en otro
sitio? Tienen oportunidades fuera del ISA? Por qué siguen ustedes
agui?



Inmpacto del ISA

Qué impacto ha tenido el ISA en la agricultura del pais?

Poco Algo Mucho

En qué forma?
Describa

Empleo/Ingreso
Exportaciones
Produccidn
Tecnologila

Conocen ustedes instancias en las cuales sus actividades o sus

consultorias de investigacién han cambiade y/o mejorado la
produccién agricola en forma directa? Identificar y explicar.

Cuiles son sus esperanzas para el ISA?

Qué espera, personalmente, de su relacidn con el ISA y el proyecto
con USAID?



Annex 4.
Statement of Work



ARTICLE 1V = STATEMENT OF WORK

In order to accomplish the above objective, Devres, 1nc. shall
consider the following:

A. The project gecal 1is +ro increase non-traditional,
commodity-based rural incomes. At the goa} level, the
validity of the goal statement in the logical
framework shall be examined. specifically, (a) the
following measures of goal achievement shall be taken
and (b} a determination made regarding their wvalidity
as measures cf goal achievement:

1. tncreased non-traditional crop production, as
indicated in Action Plans during period. [Note:
Traditional crops are sugar, coffee, cacac and
tobacco;

2. Increased employment of outgrowers and day
1aporers, as indicated in the Action Plan during
the periocd;

3 Tnereased incomes of rural farm and non-farm
residents, as indicated in action Plan during
period.

B. The project purpose is to provide the expanding
agribusiness and agro-industrial community with
increased trained manpower by institutionally
strengthening ISA and CADER. At the purpose level, the
validity of the purpose statement in the logical
framework shall be examined. Specifically, (a) the
following measures of purpose achievement shall be
taken and (b) a determination made regarding their
validity as measures of purpocse achievemenc:

1. Has the preparation of mid-level technicians
specialized in gribusiness and agro-industrial
applications to non-traditional commodities been
inecreased and improved?

2. Has the management of ISA and CADER been improved
sufficiently to meet institutioral development
goals through year 201072

3. Does ISA have a fully functioning Endowment Fund
with an increased (i.e. greater than original
CADER Project Endowment Fund) value of no less
than RD$20 M and established mechanisms to eusure
its growth'sufficient to meet future core cost
needs?

4. Does IS2 have a celf-sustaining Development
Office established, implementing fund raising
activities, promoting alumni and community
relations and donor coordination?



5. Has ISA established a BS degree in Horticulture
and a technical degree level in Porestry?

6. Have ISA and CADER faculty/staff salaries and
supplementary income opportunities equaled or
exceeded equivalent private sector levels?

7. Are the productive university units (e.g.
cannery, dairy, poultry, conference center, solils
iab, etc.) under medern private sector '
managemer, while providing research/teaching
opportunities to ISA/CADER personnel and students?

8. In the face of an apparent overall decline in the
demand for a university degree in the agriculture
sciences (i.e. declining enrollments in national
universities), is there currently and in the
pedium term sufficient demand for the types of

training provided by ISA?

9. As of December 30, 1992, the project has provided
' 358.8 person weeks of short term technical
assistance. What impact has +his assistance had
on the achievement of the project purpose? Has
ISA usefully absorbed rhie large amount of short
term technical assistance?

The project outputs are multiple. At the outputs
jevel,the validity of the outputs statement in the
logical framewor)” shall be examined. Specifically, {a)
+me following measures of output achievement shall be
taken znd (b) a determination made regar@ing thedir
validity as measures of output achievement:

1. At least 40 full rime faculty trained in the
preparation of improved applied research,
teaching and non-traditional commodity
production, with increased awareness of gender
issue impacts on research, educatiocn, extension
and adopticn of technolodqy:

2. at least 10 full time staff and faculty trained
to manage the rusiness/development administraticn
of CADEER;




Completion of at least 15 major policy workshops
focused upon non-traditional commodities;

Cempletion of 60 policy seminars focused upon
non-traditional commocdities;

Completion ¢f 50 weeks of short cycle training
for agribusinessmen;

Introduction of 3,000 farmers to non-traditional
crop and/or livestock improved practices;

Publication and dissemination of 250 research
monographs relating to non-traditicnal crops,
agribusiness, and watershed/Irrigaticn
management.

In addition, the evaluation shall:

l.

Address each of the following gender issues:
a) Design, Appraisal and Implementation

How were the interests and role of women
(compared to men} taken into account in each
of the design, appraisal and implementation
stages of the project? In what ways 4id
woneén (compared to men) participate in these
processes?

b) Effects and Impacts

What have been the effects, positive or
negative, of the project concerning women’s
{(as compared to men’s) access to income,
education and training, and with respect to
workloads, role in household and community,
and ‘health conditions? How were the
interests of women {compared to men) taken
into account in the evaluation stage? Were
significant factors concerning women
(compared to men) overlooked at the
appraisal stage?



C}) Data Availability

Were gender-specific data available for each
of the project stages, 1i.e. design,
appraisal/approval, implementation,
monitoring and evaluation?

a) Sustainability

How did women’s integration in AID
activities affect the sustainability of
project outcomes? Were outcomes more
sustained (or less sustained) when women
were taken into account in AID activities?
Are the results achieved by the project
equally sustainable etween men and women
beneficiaries?

Analyze and determine to what degree the Project,
as described in the Project Paper (and official
Project documentation), is capable of addressing
rhe USAID/DR Strategic Objectives, as described
in the 1992-97 CDSS;

Provide specific recommendations regarding the
modifications required, if necessary, in the

goal, purpose and outputs to address USAID/DR’s
1992-97 CDSS.
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RESUMEN EJECUTIVO

1. Finalidad del proyecto

La meta del Proyecto Universitario de Asociacién Agrocomercial es aumentar el
ingreso rural basado en los productos no tradicionales en la Repiblica Dominicana, formando
profesionales capacitados a nivel medio en agricultura no tradicional y administracion
agrocomercial mediante la ensefianza y la capacitacién de estudiantes a tiempo compieto y a
corto plazo en el Instituto Superior de Agricultura (ISA). ISA cuenta con una donacidn de
asistencia técnica de siete afios al Ceasorcio de Universidades del Medio Oeste para
Actividades Internacionales (MUCIA).

2. Fumalidad de la evaluacién

La finalidad de esta evaluacidén fue determinar el progreso hecho por ISA,
beneficiario de la donacién, y MUCIA, contratista, en ¢l logro de los objetivos del Proyecto
(No. 517-0243). El procedimiento que se siguié en esta evaluacién fue 1) analizar
documentacién pertinente del Proyecto y la Misidn; 2) celebrar entrevistas con ISA, MUCIA
y agricultores y representantes comerciales locales; 3) visitar el recinto universitario de ISA
y las empresas y fincas circundantes en la zona de Santiago y la Oficina de Desarrolio en
Santo Domingo; y 6) entrevistar al Rector y personal de MUCIA en la Universidad Estatal
de Chio.

3. Resultados

Los resultados principales indicaron que, con respecto a la declaracién general de
metas, el desarrollo de los cultivos no tradicionales y la produccion de productos en el curso
de estos dltimos afios contribuyeron a aumentar los ingresos rurales y que ISA desempeiié un
papel importante en esta transicién. Cada empresa entrevistada indicé que tenia empleados
que fueron capacitades en ISA. Ademds, los agricultores que se reunieron con el evaluador
expresaron reconocimiento del valor de la capacitacidn brindada por ISA, especialmente con
respecto al control de la mosca blanca. Sin embargo, un mayor esfuerzo en estimular al
sector no tradicional podria tener un impacto atin mayor en los ingresos rurales y, en esta
perspectiva, ISA ocupa un lugar singular en la comunidad del desarrollo ya que pocas
instituciones estdn situadas estratégicamente con respecto a este objetivo y con la capacidad
interna que ahora se ha generado en ISA.

Para satisfacer la finalidad del Proyecto, ISA prepara a candidatos diplomados y
técnicos con un curriculum a tiempo completo, asi como a varios miles de estudiantes cada
afio, mediante cursillos y talleres en CADER. Aunque la matricula a escala nacional en el
curriculum agricola estd descendiendo, ISA ha logrado mantener su nivel con estudiantes a
tiempo completo y aumentar notablemente sus cursillos y participantes. Sin embargo, ISA ha
de aumentar las actividades de captacién de estudiantes para justificar ¢l costo relativamente
alto para los alumnos a tiempo completo.
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La capacidad gerencial y niveles de aptitud en ISA y CADER han mejorado
notablemente durante el Proyecto, en varias formas. La asistencia técnica se ha empleado
para revisar y actualizar el sistema de contabilidad, adquisicién y evaluacién del desempefio.
Estd instituido un sistema informatizado de contabilidad y presupuesto. Ademas, el Rector
acaba de salir para la Universidad Estatal de Ohio para capacitacion administrativa y el
director de CADER tiene proyectado comenzar a recibir capacitacién interna (INCAE) a
principios del afio entrante. Otros funcionarios han concluido ya capacitacion o estdn
programados para ¢l ano entfrante. Actualmente, los sueldos se han ajustado para competir
con el secior privado y dar incentivos para captar financiamiento de las actividades de
investigacion y consultoria. El programa de mantenimiento de la planta e instalaciones
también se ha mejorado, las cafeterias se han consolidado, el alojamiento e instalaciones de
los alumnos se han mejorado y las instalaciones hoteleras se han colocado bajo una gestion
moederna con un especialista en administracién hotelera.

El Fondo de Dotacién ha alcanzado RD$35 millones, mas de la mitad de su meta, con
una tasa de ingresos promedio de 20 por ciento, que proporciona RD$7 millones anuales para
financiamiento bdsico de ISA. La Oficina de Desarrollo cuenta ahora con personal y se
espera mejore sus actividades de recaudacidn de fondos para la Dotacién y para establecer un
mecanismo que identifique 1as donaciones para investigacion y consultoria y sirva de oficina
de enlace en Santo Domingo para todas las necesidades de ISA.

Un édrea principal de preocupacién siguen siendo las unidades de produccién en la
Universidad, en cuanto a su estado frente a la gestion moderna. Aungque existen
oportunidades para desarrollar estas unidades como "actividades generadoras de ingresos”,
soOlo tres operan en la actualidad para producir ingresos: la unidad de gestién hotelera, el
centro de conferencias y el nuevo contrato para la panaderfa. Con la instalacién del riego, se
espera que la finca universitaria obtenga utilidades y se estdn realizando andlisis para hallar
soluciones para las otras instalaciones. El laboratorio de suelos no parece ser viable para el
sector privado.

Quizds la cuestiOn clave es la demanda de capacitacion en ISA. Un programa de
captacion decidido estd en marcha para atraer estudiantes a ISA. Aunque las expectativas
son buenas, la matricula para 1993-94 fue sélo de 57, con una matricula total de 189.
Aunque la institucién ha hecho las mejoras requeridas desde un punto de vista administrativo
para afrontar los retos en el préximo siglo, han de debatirse mds las demandas que se
impondrdn con respecto a la seleccién de productos agricolas no tradicionales,
transformaciones de la técnica de produccidn y los productos a fin de proporcionar un
curriculum mds adecuado para las necesidades del sector y sus demandas de capacitacién. Se
necesita prestar mds atencidn a los intereses expresados por el sector privado segin los
contemplan algunos miembros de !a Junta Directiva en términos del tipo de capacitacién
requerida para estos cultivos y preductos de alternativa. Hay que ampliar 1a capacidad de
ciencias alimentarias y procesamiento de productos de la Institucién. Ciertamente, en afios
futuros se requerirdn productos mds exoticos, para mercados especializados, con alguna
forma de elaboracidn antes de la venta o exportacion.

iv



Los célculos sobre las relaciones costo/estudiante indican costos por estudiante a
tiempo completo elevados ($10.000), pero cuando se toman en cuenta a los estudiantes a
corto plazo, los costos por estudiante son aproximadamente iguales a los de las universidades
apoyadas por los estados en Estados Unidos ($6.600). La razén de AT a tiempo completo a
estudiante es de 1:46 y el nimero de semanas de capacitacion de estudiantes por semana de
AT es mds de veintidés. Evidentemente, ISA necesita atraer a mds estudiantes a tiempo
completo. Sin embargo, la capacitacién proporcionada en ISA es particularmente atractiva
para el sector privado. El desarrollo de un programa de pasantia, en el que cada estudiante
trabaje por tres meses con una empresa privada en el campao, se ha hecho un componente
muy atractivo del programa de capacitacién de ISA dando a ISA una reputacién de "practica”
y pertinente para el sector agricola no tradicional. A medida que se afiaden unidades mas
productivas, se concretardn las oportunidades para asignaciones a los estudiantes a fin de
aumentar su capacitacion practica.

El programa de educacién continua en CADER se estd ampliando y ha sido una
actividad de éxito notable para ISA. Puesto que genera ingreso adicional para ISA, es una
contribucién muy positiva a la combinacién de servicios brindada por la Institucién. Al mes
de marzo de 1993, el Proyecto habia utilizado un total de doce afios de asistencia técnica a
largo plazo de los 28 afios se presupuestaron. Consultorias a corto plazo se utilizaron para
analizar los requisitos administrativos de la organizacion, para temas como asuntos
académicos, investigacién, finanzas, asuntos estudiantiles, oficina mercantil --contabilidad,
adquisiciones, personal, mantenimiento, presupuestos y computarizacion--. Se emplearon
consultorfas adicionales para establecer el proceso de planificacion estratégica y el sistema de
desarrollo financiero. Se emplearon consultores locales para disefiar los sistemas contable y
de computarizacién, el nuevo sistema de riego de finca y el departamento de vehiculos
motorizados/mantenimiento preventivo.

4. Recomendaciones principales

L Reducir la capacitacion externa del Rector a un afio.

II. En vez de promover el enlatado en gran escala de tomate o pifia para la unidad
de ciencias alimentarias, podria adoptarse un enfoque singular menor para producir articulos
especializados, tales como conservas y frutas y legumbres en salmuera, yogur, helado y
queso para la instalacién de elaboracién de leche y salchichas y carnes enlatadas. Mediante
el contrato d2 MUCIA, el Centro de Industrias Alimentarias de la Universidad Estatal de
Ohio estaria interesado y dispuesto a participar proporcionando asistencia t€cnica para
reestablecer estas lineas de elaboracién y, con contactos singulares de MUCIA con la
Asociacién de Envasadores del Estado de Ghio, es probable que puedan atraer a un
envasador independiente privado para proporcionar maquinaria usada y capacitacién gerencial
a cambio de la oportunidad de participar en el establecimiento de fuentes externas de
articulos especializados, tal como se menciong arriba.

INI.  Explorar la posibilidad de crear un Bono Educativo basado en el potencial de
produccién de caoba en las fincas silvicolas de ISA, cuyas utilidades pasarian al Fondo de
Dotacion.



IV.  Existen oportunidades en varios mercados para muchos cultivos gue pueden
producirse en la Repiiblica Dominicana. Se recomienda que el proyecto contrate un anélisis
completo de los cultivos de 1a Republica Dominicana que podrian tener salida en Estados
Unidos y Europa. Simult4neamente, ha de obtenerse un andlisis mds a fondo de los costos
de produccion y la adaptabilidad a las condiciones locales en el andlisis del presupuesto de
cultivos de campo. Deberdn elaborarse presupuestos de cultivos y andlisis de mercado para
enseflanza y consultorias.

V. Se necesita capacitacién en manejo de productos después de la cosecha y
almacenamiento refrigerado si se va a hacer hincapié en desarrollar la capacidad de
exportacién de cultivos frescos no tradicionales.

VL. El reclutamiento de estudiantes de la region deberd comenzar en serio. No
hay otra universidad en la regién que pueda ensefar estos campos con concentracion en
cultivos y productos no tradicionales, incluides recursos naturales, madera tropical,
tecnologia alimentaria, tecnologia postrecoleccion, mercadeo y andlisis normativo.

VII. Se recomienda la capacidad para ofrecer un grado conjunto con una de las diez
grandes universidades y expansion para incluir el grado de maestria.

VIIi. Dada la complejidad de fos cultivos y productos no tradicionales --sus
mercados, produccidn y imanejo-- el evaluador considera que deberd continuarse el uso de
asistencia técnica externa.

IX.  Sigue habiendo preocupacidn sobre el agotamiento de la asistencia técnica y la
direccién en CADER. Se recomienda que la AT continde y que el tiempo que el director
esté fuera del pais se limite a un afo académice. El nimero de estudiantes de instructores y
su permanencia en el extranjero es un elemento critico para otras unidades también.

5. Lecciones aprendidas

I. El desarrollo de una dotacién de profesores universitarios concentrados
especificamente en la agricultura no tradicional constituye un largo proceso. La propia
universidad ha de ser administrativamente sélida para establecer un curriculum especifico
destinado a promover el desarrolio de dreas concretas de productos. Esto requiere una
amplia gama de recursos en muchos temas diversos, tal como ha demostrado el equipo de
asistencia técnica. El éxito en gestién y administracién universitaria quizds no deberia
juzgarse solo por el mimero de estudiantes a t:empo completo o sus relaciones de
costo/estudiante, sino mas bien por la eficiencia con que la administracién ileva a cabo sus
tareas generales.

1I. La identificacion de un curriculum adaptado al desarrollo de la agricultura no
tradicional para capacitar a profesionales en estos temas es muy dificil, principaimente debido
a que el campo de los cultivos no tradicionales y Jas actividades de elaboracidn estin muy
mal definidos. Se requiere mds claridad en definir los objetivos en relacidn con la

produccidn, elaboracién y comercializacidn de cultivos no tradicionales y ganado.
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HI. Es pricticamente imposible determinar la relacién directa de causa y efecto
entre la capacitacion de profesionales de nivel medio en agricultura no tradicional y el
incremento de los ingresos rurales debido a la expansion agricola no tradicional. Sin
embargo, si ISA puede dirigir la introduccién de nuevos cultivos, productos, insumos,
técnicas de elaboracién y enfoques de mercadeo, el sector agricola no tradicional se
beneficiard no sélo con técnicos, gerentes y analistas capacitados sino también con
tecnologfas nuevas y apropiadas. Sin embargo, se requiere mds concentracién y definicion a
fin de alcanzar estas metas.

IV. La participacién de una universidad o consorcio estadounidense €s vital para
proporcionar conocimientos adicionales en los programas de capacitacién e investigacion a
los disponibles localmente. Ademds, los profesores externos (estadounidenses) dan
credibilidad al profesorado y el personal y amplian su cobertura y alcance en los cursos
ofrecidos y Ia capacitacion en investigacién. Sin conexién estadounidense, la institucion
estard restringida en su intento de captar mds estudiantes, tanto nacional como
internacionalmente. Debido a que el fin de la conexidn universitaria estadounidense es
proporcionar conocimientos y credibilidad, el personal a largo plazo deberd seleccicnarse de
las instituciones universitarias anfitrionas estadounidenses.



A. Finalidad, procedimiento y alcance

Lz finalidad de esta evaluacién fue determinar el progreso hecho por el Instituto
Superior de Agricultura (ISA) (beneficiario de la donacion) y The Midwest Universities for
International Activities (MUCIA) (contrarista) en la consecucion de las metas y finalidad del
Proyecto Universitario de Asociacién Agroempresarial (517-0243) financiado por la Agencia
de los Estados Unidos para el Desarrollo Internacional (AID). Especificamente, la
evaluacién determiné el grado de cumplimiento del beneficiario de ia donacién y los
contratistas con sus objetivos expresados y con las modificaciones aprobadas, evalud la
eficacia de los insumos y productos del proyecto en la estructura de actividades de ISA,
efectué una determinacién en cuanto a la validez de la meta general del proyecto en el
contexto de los acontecimientos actuales en el sector agropecuario y analizé la capacidad
financiera y el potencial de las instituciones para captar financiamiento para actividades
futuras.

El procedimiento seguido en la realizacién de esta evaluacion fue 1) Analizar los
documentos del proyecto, Declaraciones de Estrategia de Desarrollo del Pais y Planes de
Accién; 2) Elaborar cuestionarios para el persenal de ISA y MUCIA, para el personal
agroempresarial local, y para los agricultores en la zona; 3) Realizar extensas entrevistas con
ISA, MUCIA, y agricultores y representantes comerciales locales; 4) Revisar la
documentacion pertinente del proyecto ¢ institucional y los productos del proyecto; 5) Visitar
el recinto universitario de ISA 'y fincas circundantes en la zona de Santiago y la Oficina de
Desarrollo en Santo Domingo; 6) regresar a Santiago para preparar un informe final sobre
los resultados y recomendaciones al personal de ISA, MUCIA y USAID, una vez que se
elabord, analizé y concluyd el informe. Este procedimiento tuvo por fin proporcionar
informacién en todas las dreas de los Términos de Referencia que se indican a continuacion.

En e! Anexo 4 se proporcionan los Términos de Referencia completos para Ia
evaluacién. El estudio incluy6 recopilacion de informacion exacta y realizacion de andlisis
apropiados en las siguientes dreas de indagacion:

0 Identificacién de indicaciones del logro general de las metas y determinacion
de la validez de las medidas del logro de las metas.

o Determinacion de los logros en satisfacer las deciaraciones de finalidad del
proyecto.

0 Mediciones de los productos del proyecto.

0 Cuestiones del género en la ejecucidn del proyecto.

o Comparacién de los objetivos del proyecto con la declaracion de Estrategia de

Desarrollo del Pais y Plan de Accidn.

0 Recomendaciones para modificaciones requeridas a fin de cumplir los objetivos
de CDSS y metas, finalidad y objetivos de productos del proyecto.



B. Resultados principales
1. Exposicién de objetivos

A medida que el ingreso general de las exportaciones de cultivos tradicicnales
(café, azdcar, cacao y tabaco) ha descendido debido a grandes disminuciones en los precios
internacionales, las actividades agricolas no tradicionales han aumentado en cierto grado para
sustituir a estos ingresos perdidos. Puesto que ISA ha sido un actor principal en la
capacitacién de agrénomos y gerentes a nivel medio en el drea de los cultivos no
tradicionales, la Institucion ha desempefiado un papel importante en apoyar la transicion
econdémica en la Repiblica Dominicana. Las exportaciones no tradicionales alcanzaron
US$137 millones en 1992, a pesar de ur incidente Jamentable con respecto a exportaciones
de carne que ocasionaron un descense de US$22 millones y hasta unos US$85 millones en
1986. Esto representd 60 por ciento del valor de las exportaciones de cultivos tradicionales
en comparacién con un 37 por ciento’ en 1989. Sin embargo, la meta del proyecto es
"zumentar el ingreso basado en productos no tradicionales”, y no solamente las exportaciones
no tradicionales.

Se han hecho intentos por diversificar la produccién de estos cultivos a productos no
tradicionales con cierto grado de éxito. La pifia, citricos, flores cortadas, aguacate, banano,
pldtano y frutas congeladas han experimentadc todos ellos importantes aumentos en la
produccién en el curso de estos dltimos afios. Sin embargo, el volumen de estas ventas no
puede suplir la diferencia en el descenso de los ingresos experimentado por las disminuciones
en los precios de los productos tradicionales. Sigue requiriéndose un esfuerzo decidido para
promover otros productos no tradicicnales para el mercado tanto interno como de
exportacion,

La produccién de productos no tradicionales se requiere para los mercados nacional y
de exportacién. Las exportaciones de la Repriblica Dominicana representan una pequefia
parte de las exportaciones de toda la region para muchos cultivos. La expansion de la
produccidn de estos cultivos no afectard a estos mercados en Estados Unidos o Europa. Sin
embargo, toda 12 gama de cultivos posibles no se ha agotado atin y queda espacio amplio
para expansién. Ademds, el cambio a Ia produccion y elaboracion de productos no
tradicionales surtird un efecto considerable sobre el empleo y el ingreso en el sector agricola
rural debido a la mayor necesidad de mano de obra agricola para estas actividades. En el
drea de elaboracién, también se necesitard una imporiante cantidad de mano de obra. Y en
dltimo lugar, esta mano de obra estard constituida por hombres y mujeres en cantidades
relativamente iguales. Muchos estudios han demostrado que el empleo en los cultivos no
tradicionales y en la elaboracién de estos productos se realiza casi por igual con hombres y
mujeres.

* Estimacién del evaluador basada en menos produccién de banano, pifia, plitano y aguacate
y un valor de exportacién de productos tradicionales mds alto. (Véase el estudio de Jesiis de
los Santos y Kevin Murphy.)



A fin de determinar el grado completo de impacto del crecimiento de los productos no
tradicionales en la Repiiblica Dominicana, ha de realizarse un estudio bastante extenso
simil:r al efectuado sobre las exportaciones por el personal de CADER referenciado arriba.
Sin embargo, cabe advertir que el proyecto no es responsable de esta transicion de los
cuifivos tradicionales sine mds bien de proporcionar un elemento necesario en la combinacién
de requisitos exigidos por el pafs para efectuar esta transicién de forma ordenada con un uso
eficiente de los recursos naterales y la capacidad humana.

o Meta
"aumentar los ingresos rurales basados en los productos no tradicionales”.

Es cierto que el desarrolio de la produccidén de cultivos no tradicionales y
productos bdsicos en el curso de estos dltimos afios ha contribuido a un
aumento en los ingresos rurales. ISA ha desempefiado un importante papel en
esta transicién. C:da empresa entrevistada indicé que tenfan empleados
capacitados =n ISA. Ademds, los agricultores que se reunieron con el
evaluador expresaron conocimiento del valor de la capacitacién brindada por
ISA, especialmente con respecto al control de la mosca blanca. Sin embargo,
un esfuerzo mds decidido para estimular el sector no tradicional podria tener
un impacto mayor en los ingresos rurales. ISA estd dispuesto a efectuar una
contribucién y ocupa una posicion bastante similar en la comunidad del
desarrollo a este respecto. Pocas instituciones estin estratégicamente situadas
con respecto a este objetivo y con la capacidad que ahora ha sido gencerada en
ISA. (Véanse las Recomendaciones)

2. Finalidad del proyecto

La declaracién de finalidad del proyecto tiene un objetivo intermedio de
proporcionar profesionales capacitados a nivel medio en actividades de gestion y
administracion empresarial y agricola, no tradicional, mediante el fortalecimiento
institucional de las actividades financiado por la AID. Cabe advertir que la finalidad consiste
en capacitar a profesionales de nivel medio mds que técnico o a personal en las artes
vocacionales. Esto se refiere al nivel del curriculum, siendo el programa tipico a nivel de
subgrado en agricultura con orientacién hacia los cultivos, productos y actividades no
tradicionales, de alternativa, incluyendo un fuerte hincapi€ en la gestidn, contabilidad y
adgiministracion. Con respecto a los objetivos especificos, el proyecto ha logrado lo siguiente:

0 Preparacion de técnicos a nivel medio especializados en aplicaciones
agroindustriales y agroempresariales a productos no tradicionales.

Aunque la matricula a escala nacional en el curricuium agiicola estd
descendiendo, las actividades de matriculacién de ISA han sido importantes en
¢l grado en que su matricula estd aumentando y se espera que liega a 115
nuevos estudiantes este otofio. Dada la demanda para esta capacitacién, se

estd poniendo de manifiesto que ISA proporciona un servicio de calidad a la



comunidad agroempresarial v agroindustrial v todas ias conversaciones con el
persenal, consultores, agricultores y representantes empresariales apoyaron
este criterio.

0 (Ha mejorado la gestidn de ISA y de CADER para atender las
necesidades hasta el afo 20107

Este es un proceso continuo que estd en pleno auge. El Rector acaba
de salir para la Universidad Estatai de Chio para un ejercicio de capacitacidn
administrativa de uno (a dos ziios). El director de CADER tiene proyeciado
recibir capacitacién externa {INCAE) a principios del afio entrante. Dos mas
recibei: capacitacién actuaimente en Estados Unidos. Esta capacitacidn
ayudard a ISA y a CADER 2 mejorar sus capacidades de gestién. Ademds, Jas
entrevistas con los Vicerrectores y Directores de Departamento, asi como con
el personal contratista, dan claros indicios de que la gestion de ISA ha
mejorado notablemente y, con el nuevo sistema de planificacién estratégica,
estd en vias de operar eficientemente, bien adentrado el préximo siglo. Se han
revisado y mejorado los sistemas de contabilidad, presupuesto, finanzas,
personal, adquisiciones v evaluacidn del desempenio. Estd instituido un
sistema de contabilidad y presupuesto informatizado. Los sueldos se han
ajustado para competir con el sector privado y para dar incentivos a fin de
captar fondos para actividades de investigacion y consultorfa. El programa de
mantenimiento de la planta e instalaciones también ha mejerado, se han
consolidado las cafeterfas, las viviendas e instalaciones de los estudiantes han
miorado v las instalaciones hoteleras se han puesto bajo una direccidn
moderna con un especialista en administracidn hotelera.

Aungque la institucion ha hecho los ajustes requeridos desde un punto de
vistz administrativo para zfrontar los retos hasta adentrado el siglo préximo, se
necesita dovatir mds a fondo cudles serdn las demandas con respecto a
geicccidn ae productos, téenicas de produccién y transformaciones de los
producios a fin de atender futuras demandas. Hay que prestar mds atencion a
los intereses expresados por el sector privado, tal como los contemplan
algunos miembros de la Junta Directiva, en términos de fipo de capacitacién
requerida para esios culitvos y productos de alternativa. La capzcidad de
elaboracidn de procuctos y ciencia alimentaria de la Instifucién necesita
ampharse y analizarss de nucvo. Es cierto que los afios futuros exigirdn
productos mds exdtics v de mercados especializados en un estado
transformado, es decir, eiaborados de alguna forma.

0 ;Cual es €l estado del Fondo de Dotacién?

El Fondo de Dotacion alcanzard RD335 millones posteriormente este
mes cuando el Gobierno efectie el deposito prometido. Con una tasa de

ingresos promedio de 20 por ciento, esto proporcionard RD$7 millones anuales
para el financiamiento bdsico de ISA, de un presupuesto anual proyectado de
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RD$23 miliones para 1994, o aproximadamente 30 por cientc. La meta para
el Fordo de Dotacion se ha aumentado a RD$60 millones y RD$5 millones se
han identificado y comprometido por parte del sector privado, segiin informe
el Presidente de la Junta Directiva. Con este nivel, el Fonde de Dotacién
deberia proporcionar el 60 por ciento de los fondos bdsicos requeridos. Estan
en vias de realizacién varios esfuerzos y se estdn proponiendo para ampliar
este fondo. (Véanse las Recomendaciones)

0 Oficina de Desarrolio de ISA

La Oficina de Desarrollo de ISA se inicié a principios del proyecto
pero la persona asignada al cargo para administrar la oficina dimitié hace mds
de un afic. El reclutamiento de un sustituto exigié gran cantidad de tiempo
tratando de hallar la persona mds apropiada para el cargo. Se utilizé un
proceso de reclutamiento de amplia base y finalmente se selecciond un
candidato sélo el mes pasado. Como resultado, sélo ahora estdn comenzado a
efectuarse las operaciones de la Oficina de Desarrollo. Se espera que la
Oficina proporcione una contribucidn vital en la recaudacion de fondos para la
dotacién y en el desarrollo de un mecanismo para identificar donaciones de
investigacién y consuliorfas y actuar de oficina de enlace en Santo Domingo
para todas las necesidades de ISA.

o Grado BS en Herticultura y grado técnico en Silvicultura.

Cada uno de estos grados se han formalizado y establecido. Sin
embargo, los departamentos originales de Horticultura y Silvicultura se han
revisado a fin de abordar en forma mds apropiada ias importantes cuestiones
que afrontan sus respectivos sectores. La Horticuitura forma parte ahora del
Departamento de Agronomia, v Ia Silvicuitura, parte de Recursos Naturales.

o (Se han creado oportunidades de ingresos y sueldos del personal de ISA
y CADER iguales a los niveles del sector privado?

Los sueldos han aumentado cuatro veces. Se han creado oportunidades
para ingresos adicionales a través de CADER vy varias oportunidades de
investigacidon. No obstante, el grado en el que un miembro del personal de
ISA puede obtener ingresos adicionales depende en gran medida de la
capacidad del miembro del profesorado para captar financiamiento adicional.
A través del centro de CADER, se ha demostrado la preparacién de las
propuestas de donacion al centro, y CADER ha tenido mucho €xito en
competir por donaciones de FDA. Existe el mecamsmo para complementar
ios sueldos pero no todo €l personal es capaz de aprovechar esta oportunidad
ni es seguro que todos adquieran dicha capacidad. Sin embargo, quienes no
son supuestamente capaces no se verfan atraidos al sector privado por Ias
mismas razones. Por esta razdn, hay una diferencia en los sueldos del
personal de acuerdo con el mérito y el mercado para capacidades especificas.



Los profesores asociados con CADER ganan relativamente mds que los
asociados del departamento.

0 (Hay unidades productivas de la universidad bajo la gestion moderna
del sector privado?

(Hay una serie de unidades productivas en ISA. También, pudieran
establecerse varias otras unidades "productivas”. Existe gran oportunidad para
crear estas unidades como actividades generadoras de ingresos, pero esto
requerird andlisis adicional para determinar cudl serfa el enfoque mds
apropiado.

Tres actividades estdn ahora bajo una direccion moderna. La seccion
hotelera se ha colocado bajo la direccién de un egresado en administracién
hotelera y estd siendo administrada como centro con fines de lucro. El centro
de conferencias también es administrado de forma que pueda alquilar
instalaciones y cargar por los cursillos v educacién continua para servicios de
conferencias. Se acaba de otorgar un nuevo contrato para la operacién de la
panaderia. Se estin considerando varios otros posibles contratos de alquiler o
contratos de gestién pero no han llegado a la etapa de propuesta concreta atn.
Se han propuesto consideraciones para el laboratorio de ciencias alimentarias y
la instalacién de enlatado, para proporcionar servicio en la elaboracion de
legumbres y hortalizas, la elaboracion de productos ldcteos y la elaboracion de
carnes. La FAO estd ultimando planes para financiar una instalacién de
elaboracién de queso. (Véanse las Recomendaciones)

0 Demanda de capacitacion en ISA.

Estd en vias de realizacion un programa decidido de reclutamiento para
captar de alumnos para ISA. Se espera que la matricula llegue a 113 este
Otofio, pero la matricula real fue sélo de 57. La clase del afio pasado fue de
103, la del aito anterior de 22. Esto refleja la naturaleza variable de la
demanda de capacitacion agricola y las vicisitudes de la percepcion piiblica de
la necesidad de estas clases de aptitudes. Declaraciones adversas recientes por
el Gobierno en la prensa han amortiguado también el entusiasmo original para
1a capacitacion de ISA.

Matricula de ISA, *87-°93

1987 83
1988 82
1989 119
1990 67
1991 22
1992 103
1993 57



Sin embargo, estos niimeros no reflejan el enorme incremento en las
actividades en CADER. La demanda de cursos en CADER vy la investigacién
estdn aumentando rdpidamente vy la institucién ha de recibir apoyo total. Esto
complementard en cierto grado el nivel mds bajo de entrantes en el programa
de dos a tres afios.

Hay que comprender que ISA compite en un mercado descendiente en
la demanda en la capacitacién agricola debido a la disminucién relativa de la
produccion agricola en la economia y la falta de énfasis en la agricultura por
parte del Gobierno actual. Sin embargo, CADER estd auspiciando una serie
de debates con todos los partidos politicos a fin de definir mds claramente una
politica agricola generalizada y aceptable para el pafs, que subraye el apoyo a
los productos no tradicionales. Ademds, los empleados del Gobierno han
recibidc recientemente un aumento en los sueldos base de casi 100 por ciento,
lo que deberfa hacer que la vocacion agricola sea mds atractiva y estimular
mds demanda para la educacién agricola. Ambas de estas situaciones deberian
ayudar a aumentar la demanda de capacitacién en ISA. Ademds, tomando
como base la encuesta de la demanda para egresados de ISA en el sector
privado realizada por Austin Associates, y las conversaciones con los
estudiantes y representantes comerciales locales, la demanda de graduados
capacitados de ISA sc considera fuerte a pesar de las dificultades econdmicas
generales.

Ademds, la capacitacién proporcionada en ISA es particularmente
atractiva para el sector privado. El desarrollo del programa de internado, en
el que cada estudiante ha de trabajar por hasta tres meses con una empresa
privada en el campo, se ha convertido en un componente muy atractivo del
programa de capacitacién de ISA. ISA tiene una reputacion de ser "practico”
y el desarrollo del programa de trabajo de los estudiantes para sufragar los
gastos de matricula también proporciona la oportunidad de desarrollar la
experiencia practica en la produccién. (Este componente del curriculum se estd
ampliando y, a medida que entran en existencia unidades mds productivas, se
presentardn oportunidades para mds tareas pertinentes por los alumnos.)

El presupuesto anual es del orden de 23 millones de RD$ (USS$ 1.8
Millones) para 182 estudiantes a tiempo completo matriculados, lo que da unos
$10.000 por estudiante. Sin embargo, ademds de estos estudiantes a tiempo
completo, ISA dicta varios miles cursillos. Combinando los estudiantes en
cursillos y a tiempo completo, el costo por estudiante es de $6.000 en una
equivalencia a tiempo compieto. La relacién de AT a tiempo completo y
estudiante es de 1:46, y el nimero de semanas de capacitacidn de estudiante
por semana de AT es mds de 22. Es evidente que ISA necesita atraer 2 mds
estudiantes a tiempo completo pero, en la actual recesién econdémica y con las
aizas y bajas del comercio agricoia, la demanda de capacitacidn agricola esta
ausente. Esto es alin mds cierto en Estados Unidos en donde las tasas de



asistencia a las facultades de agricultura han descendido notablemente en anos
recientes.

o Educacién continua

El programa de educacidén continua en CAFER se estd ampliando y ha
sido seleccionado como una de dos dreas de concentracion por la Institucion,
en términos de su decisidén de subrayar el andlisis de la politica en agricultura.
El ejercicio arriba citado en las partes politicas refleja este interés. Ei
programa de CADER puede ampliarse aiin mds. Puesto que genera ingreso
adicional para ISA, es una contribucién muy positiva en la combinacion de
servicios brindados por la Institucion.

o Asistencia técnica a corto y largo plazos

Al mes de marzo de 1993, el proyecto ha utilizado un total de nueve
anos de asistencia técnica a largo plazo de los 28 afios presupuestados. El
proyecto habia de comenzar con la asistencia técnica a largo plazo pero el
contratc de MUCIA no se firmo hasta nueve meses después de iniciado el
proyecto y en ese tiempo estaba en su punto cuiminante la Guerra del Golfo.
Nuevos retrasos impidieron a la asistencia técnica a largo plazo comenzar hasta
marzo de 1990. Ademds, tomando como base la incapacidad de apoyar
adecuadamente al personal estadounidense en ¢l pais, el asesor de largo plazo
que dimitié después de un afio no ha sido sustituido. Como resultado, el
proyecto no tuvo la asistencia requeriza para iniciar todo lo que era necesario
en el primer afo.

Para compensar la menor asistencia técnica de largo plazo y la
subestimacion de 1o que se requeria para asistencia técnica del componente
administrativo a fin de reorganizar y reestructurar el sistema administrativo, se
utilizaron exiensamente consultorias de corto plazo durante los dos primeros
afos del proyecto. Veinte y cuatro consultores trabajaron con el personal de
ISA para analizar los requisitos administrativos de la organizacidn. De esta
forma se abordaron temas tales como los asunios académicos, investigacion,
finanzas, asuntos estudiantiles, oficina mercantil: contabilidad, adquisicién,
personal, manienimiento, presupuestos y organizacion. Se emplearon
consultorfas adicionales para establecer el proceso de planificacion estratégica
y el sistema de desarrolio financierc. La vicerrectoria también solicitd los
correspondientes t€cnicos para ayudar a redefinir las funciones de cada oficina.
Ademds de la asistencia técnica exterior, se empled a diez consultores locales,
principalmente para disefiar los sistemas de contabilidad y computarizacion, el
nuevo sistema de riego de fincas y el departamento de mantenimiento
preventivo/parque motorizado.

El empleo de la asistencia técnica a corto plazo para administracién
llevd el niimero total de semanas utilizadas hasta 438 al 31 de marzo de 1993,



Sin embargo, esto es algo equivoco. El documento original del proyecto pedia
500 semanas de consultoria a corto plazo pero el contrato firmado con MUCIA
redujo el nimero a 203. Varios SARS del proyecto utilizan la cifra de 240
como la cantidad ajustada. Hasta la fecha (1/4/93) se han empleado un total de
89 consultores. Los 66 consultores extranjeros dieron aproximadamente tres
semanas cada uno de trabajo de consultorfa, por un total de 208 personas-
semana y 23 consultores locales proporcionaron casi diez semanas cada uno de
tiempo de consultoria, por un total de 230 personas-semanas.

Los consultores locales no se contemplaron o presupuestaron en el
documento del proyecto pero, durante la ejecucién del proyecto, los gerentes
hallaron que los consultores nacionales a corto plazo podian desempefiar un
papel especialmente iitil en muchas dreas y, por tanto, se les contraté. La tasa
resultante de consultoria a corto plazo es, por consiguiente, mds elevada que la
programada originalmente, pero en términos de presupuesto no ha excedido la
combinacion de los rubros de linea asignados para consultorias de largo y
corto plazos. Esta discrepancia en el nimero aprobado de consultorfas
requeridas a corto y largo plazos necesita resolverse y reprogramarse con
autorizaciones apropiadas por el oficial del proyecto y ajustarse a las
cantidades presupuestarias en ddlares y no conforme al nimero total de
semanas trabajadas tal como figuran en la lista.

Al interrogar al personal acerca de los méritos relativos de los
consultores de corto y largo plazos, hubo unanimidad pricticamente total de
que quienes han venido al recinto universitario han sido sumamente ttiles y
productivos y que se desea y reconoce como esencial en el desarrollo de ISA
una mayor cantidad de esta asistencia.

De los 83 consultores empleados en el proyecto, 34 se utilizaron para
asesorar 2 la administracion, incluida la oficina del Rector y las vicerrectorias
22 proporcionaron asistencia a CADER y 10, 11 y 12, respectivamente,
ayudaron a los departamentos de recursos naturales y produccién animal y
horticultura. Los rectores, vicerrectores y jefes de departamento han
respondido que estos consultores fueron iitiles, oportunos y competentes y que
quisieran que continuasen.

>

0 Una Cuestion vital - Estrategia de comercializacién para ISA

Debido a que la demanda de ISA varfa en un mercado en descenso y
répidamente cambiante, ISA ha de formular una campafia de mercadeo fuerte y
decidida. Han de captarse a los alumnos y al sector privado en la Republica a
fin de proporcionar m4s ayuda financiera y promocién. Esto es absolutamente
necesario para la supervivencia de ISA: Otras fuentes de ingreso y apoyo se
analizan posteriormente en este informe pero ha de llevarse a cabo
inmediatamente la comercializacién de ISA en la comunidad por los
defensores-cgresados tradicionales de ISA y usuarios de los servicios.
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Productos

o Al menos 40 profesores, a tiempo completo, capacitados con una
conciencia mayor de los temas del género.

La cifra de mds de cuarenta profesores a tiempo completo en ISA y
CADER ha recibido capacitacion mediante cursos a nivel de graduado, con
asistencia de personal homdélogo a largo y corto plazos, en cursillos de
capacitacién y mediante participacion en actividades en el centro universitario
y capacitacién local. Ha madurado hasta convertirse en un grupo competente,
dindmico, entusiasta y muy respetado de profesionales dedicados a la
ensefianza y la capacitacion en agrocomercio y productos no tradicionales. Sin
embargo, el personal es algo joven y tiene experiencia practica limitada en el
negocio. La mayoria de ellos han sido antiguos alumnos en ISA gue han
continuado con estudios a nivel de graduado y vuelto a la universidad como
profesores. Dada la precaria situacién financiera de ISA y el descenso en la
demanda de capacitacién agricola en general, ISA no ha podido reclutar a
personal de otras Universidades, el sector privado o el sector piblico.
Algunos empleados profesicnales estdn considerando sus propios internados
para adquirir "experiencia mercantil” adicional.

0 Personal a tiempo completo en CADER.

La situacion en CADER es menos robusta. Aungue nueve miembros
del personal han recibido capacitacion y preparacion en la metodologia
utilizada en CADER (tomando como base el modelc de estudio de caso
ilustrado por la Facultad Mercantil de Harvard y el INCAE), cinco miembros
del personal han dimitido. El director actual tiene proyectado recibir
capacitacion a largo plazo en febrero de 1994. A pesar de esta situacion,
CADER ha sido una influencia positiva en el desarrollo de ISA. EI nimero de
cursos, seminarios, donaciones de investigacién, consultorias, estudiantes y
actividades especiales sigue amplidndose y practicamente todas las actividades
sufragan los gastos y contribuyen a los gastos generales. La interrupcion de la
provision de asistencia técnica del contrato de MUCIA, del que Austin
Associates proporcioné a Kevin Murphy, se dejard sentir mucho. Se necesitard
asistencia técnica adicional rdpidamente para CADER a fin de asegurar que
sigue creciendo la Institucién.

o Quince talleres sobre politica.

Veintinueve talleres sobre politica se han realizado al 31 de marzo de
1993,
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Sesenta seminarios sobre politica.

Treinta y siete seminarios sobre politica se han realizado al 31 de
marzo de 1993.

Cincuenta semanas de capacitacion en ciclo corto para la agroempresa.

Noventa y una semanas de capacitacion en ciclo corto en agroempresa
se han brindado hasta el 31 de marzo de 1993.

3.000 agricultores capacitados.

Mis de 3.500 agricultores y lideres agricolas han recibido capacitacion
en los programas CADER de ISA, entre ellos 2.892 hombres y 692
mujeres.

250 monografias.

Se han producido 128 monografias de investigacién al 31 de marzo de
1993 y unas treinta mds estdn en produccidn en la actualidad.

et



C. Cuestiones relacionadas con el género

1. ISA ha tenido un buen desempefio en contratar a estudiantes del sexo femenino
en la agricultura y la agroempresa a pesar de la falta general de interés y presencia en ¢ste
ambiente tradicionalmente masculino. M4s del 30 por ciento del estudiantado son mujeres y
se espera que la nueva clase entrante tenga 40 por ciento de mujeres.

2. Mujeres presiden un departamento en ISA (Produccion Animal) y encabezan la
oficina del Controlador, Contabilidad, Adquisiciones, Personal y la Oficina de Crédito de los
Estudiantes.

3. Profesoras recibieron siete por ciento del intercambio profesional a corto plazo
durante el pasado semestre (otofio de 1992) y catorce por ciento a través de la vida del
proyecto.

4, Diecinueve por ciento de los agricultores y lideres mercantiles capacitados en
el Instituto son mujeres.

5. Hay una conciencia general por parte del personal y la administracién de que
las mujeres han de desempefiar un papel integral en la vida de la Institucion.
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D. CDSS vy logros del plan de accién

1. Este proyecto aborda todos los cuatro objetivos estratégicos del plan de accién
revisado para 1992-1994. La meta general de ISA es proporcionar capacitacién en la
produccién y comercializacién de productos no tradicionales y desarrollar y mantener la base
de recursos naturales del pafs. En el logro de esta meta, ISA capacita a personal
agroempresarial en la identificacién de productos alternativos para la produccién nacional y
la exportacién. Esto coadyuva al objetivo estratégico 1, aumentar y diversificar el comercio
externo. La produccién agricola no tradicional y las exportaciones constituyen uno de los
sectores de mayor crecimiento en la economia y el ISA desempefia un papel importante en
esta promocién.

2. El segundo objetivo estratégico es proporcionar oportunidades adicionales para
los grupos de bajos ingresos. ISA ha atraido tradicionalmente a estudiantes de las
comunidades agricolas rurales en todo el pais. Estd arraigado entre estos grupos de bajos
ingresos en los que se concentra este objetivo. A medida que los egresados de los cursos
cortos y largos de ISA vuelven a sus comunidades, comienzan a explorar nuevas
oportunidades que conducen a la formacién de nuevas empresas que utilicen empleados que
provienen de estos "grupos de bajos ingresos”. Y puesto que la produccion agricola ne
tradicional utiliza en gran medida empleo agricola asalariado, se creardn nuevas
oportunidades de empleo en las zonas rurales en virtud de estas iniciativas.

3. El tercer objetivo estrat€gico consiste en aumentar la disponibilidad del agua
para un desarrollo econémico sostenido. Con respecto a este objetivo ISA ha reorganizado
uno de sus departamentos para incorporar la gestién silvicola y de cuencas en un
departamento de recursos naturales. La ecologia de la gestidn de cuencas y la reforestacion
se abordardn mediante las unidades de ensefianza, investigacidn, andlisis normativo y
produccion de reforestacion.

4, El cuarto objetivo estratégico, la reforma democritica participativa, se
abordard mediante el desarrollo y expansién del programa CADER de ISA a medida que se
concentra en instituir nuevas politicas agricolas y agroempresariales para los cuatre partidos
politicos principales. Mediante una serie de foros abiertcs, CADER auspicia coloquios sobre
reforma de l1a politica agricola, que conducird a una participacion mayor de los puntos de
vista del nuevo sector agricola no tradicional y los intereses de quienes estdn tratando de
ampliar las exportaciones no tradicionales. Puesto que estos participantes en €l mercado no
forman generalmente una parte integral de la clase dominante existente de productores de
cultivos tradicionales, este cambio a los productores no tradicionales forma parte de la meta
de este cuarto objetivo estratégico.
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E. Recomendaciones

Recomendacion 1.

1a reestructuracién de la administracién se ha realizado y existe ahora un plan
estratégico nuevo para los proximos diez afios que se fundamenta en una intensa
autcevaluacién, poniendo de relieve sus propias limitaciones percibidas y expresando sus
propias expectativas. Los planes de trabajo se estdn formulando ahora para cada entidad
dentro de la organizacidn. Estdn ahora instituidos nuevos programas que abarcan las
adquisiciones, contabilidad, personal, un plan de pension y jubilacidn, el sistema de riego de
fincas con equipo, una cafeterfa combinada, un hestal mejorado y una oficina de admisiones.
EL proyecto deberia supervisar de cerca estos programas y proporcionar la asistencia
necesaria para que avancen de la infancia a la madurez. Desde todos los puntos de vista,
esta reestructuracién y el papel desempefiado por el Rector en organizar estos cambios parece
ser una historia de éxito extraordinaria. Ademds, la experiencia del Rector en la realizacidn
de estas actividades lo ha adecuado especialmente para la capacitacidn que estd comenzando a
recibir en la Universidad del Estado de Ohio. Sin embargo, su larga ausencia del centro
universitario de ISA pudiera ser perjudicial para la introduccién y ejecucién de tantos
cambios, oficinas nuevas y personal. Se recomendaria un afic de ausencia en vez de
dieciocho meses a dos afios. Después de 1as reuniones con ¢l Rector y gerentes del programa
de MUCIA, se considera que la sugerencia original del evaluador de volver a cinco hombres
informados no es aconsejable. A los nuevos programas y la nueva esiructura deberd
permitirseles operar por zlgtin tiempo antes de realizar evaluaciones adicionaies.

Recomendacion II.

Una de las preguntas clave hechas al evaluador guardo relacion con el estado
actual de las "unidades de produccidn”. En la actualidad, la unidad de tecnologia de ciencias
alimentarias y eniatado de alimentos no estd en funcionamieatce. Esta entidad necesita
independizarse o incorporarse a las actividades de ISA. Se ha dedicado poco tiempo en esta
direccidén hasta la fecha debido a la enormidad de la tarea y a la aparente imposibilidad de
identificar soluciones atractivas. Sin embargo, el evaluador inici¢ un esfuerzo concentrado
en hallar una solucion y se ha encontrado una solucién posible.

El enlatado en gran escala seria inadecuado para el tamaiio de las instalaciones y la
naturaleza de las operaciones de enlatado en general en el mundo en desarrollo. Mids que
considerar el enlatado en gran escala de tomate o pifia, pudiera adoptarse un enfoque singular
mds pequeiio para producir articulos especializados. Las instalaciones incluyen una fibrica
de enlatado (para conservas y salmueras de frutas y legumbres), una planta i elaboracidn de
leche que podria adaptarse para producir yogur, helado y queso asi como una limitada de
Ieche y una planta de elaboracion de carne que pudiera producir salchichas y carnes enla-
tadas. A través del contrato de MUCIA, el Centro de Industrias Alimentiarias de la Univer-
sidad Estatal de Ohio estaria interesado y dispuesto a participar en proporcionar la asistencia
técnica necesaria para restablecer estas lineas de elaboracion. Con contacios singulares de
MUCIA con la Asociacién de Envasadores del Estade de Ohio, es probable que puedan
animar a un envasador independiente a proporcionar maquinaria usada y capacitacion
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gerencial a cambio de la oportunidad de participar en el establecimiento de fuentes en el
exterior para los articulos especializados mencionados arriba. Ademds, el Centro de
Industrias Alimentarias estd desarrollando nuevas tecnologfas para una bebida de tomate
carbonada fortificada con suero, producto desechado de los procesos de elaboracién del
queso.

Puesto que Ia finca en ISA producird frutas y legumbres en cantidades suficientes,
para conserva y salmuera, la unidad de produccién animal producirs leche para queso, yogur
y helado y las operaciones cdmicas producirdn cantidades limitadas de carne de vacuno,
ovino, porcino y aviar, se dispondrd de suficiente materia prima para una linea completa de
productos especializados.

El concepto seria arrendar las operaciones v la direccién a representantes de la
Asociacidén de Envasadores de Ohio con asistencia técnica del Centro de Industrias
Alimentarias en el Estado de Ohio para establecer instalaciones de capacitacion y un
curriculum prédctico de tecnologia alimentaria a fin de que las instalaciones puedan producir
utilidades para ISA y al mismo tiempo proporcionar instruccién en la tecnologfa y Ia ciencia
alimentaria. Puesto que el rector en funciones actual ha recibido capacitacion a nivel de
doctorado en esta disciplina, un miembro basico del personal estaria ya instituido y
supuestamente podrian crearse cursos en torno al trabajo préctico real en las instalaciones
tales como las del Estado de Ohio en su planta piloto de elaboracién en la universidad.

Los empleados en la instalacion serfan estudiantes que han proporcionado trabajo a
ISA para contrarrestar sus gastos de matricula. Ademds, este curriculum adicional
beneficiaria a los estudiantes quienes luego estarian preparados para encontrar empleo en la
industria en rdpido crecimiento de la elaboracin de alimentos no tradicionales.

Recomendacion 111

Explorar la posibilidad de crear un bono equitativo basado en las posibilidades
de produccion de caoba en las fincas silvicolas de ISA: Una empresa privada en Costa Rica
ha creado una emisién de bonos exentos de impuestos para un bosque de teca indigena que
con el tiempo se utilizard para suelos de madera tipo parquet en Suiza. Varias otras
empresas en Costa Rica venden bonos a inversionistas en plantaciones de arboles frutales.
La idea seria utilizar la tierra propiedad de ISA para plantar varias hectdreas de caoba en
zonas de tierra seca y teca en zonas himedas. También seria posible una combinacién de
pino para dar a la unidad de produccién m4s flexibilidad e integracién. Una vez que se
siembre la tierra y se han establecido los cdlculos sobre las tasas de crecimiento, se harfa una
estimacion del valor futuro de cada hectirea para determinar el valor actual neto de cada
planfacion. Estas plantaciones se venderian previamente en emisiones de bonos. Puesto que
los bonos apoyarian las bases de recursos naturales y la recuperacién de un legado nacional
(Caoba Tropical), toda persona que compre bonos podria reclamar una exencién de
impuestos en una cantidad igual (esto sc negociaria con el Gobierno). Puesto que los bonos
se venderian con un fuerte descuento, es de esperar que las empresas locales e incluso
algunos inversionistas exiranjeros o0 empresas de productos de madera (productores de
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madera o fabricantes de muebles) estarfan interesados en comprar los bonos. Las utilidades

1
de los bonos se utilizarian para depdsito en €] fondo de dotacion de ISA.

Una vez que se siembren las plantaciones, la Divisién de Silvicultura supervisaria,
vigilaria y guardarfa su produccién. La Division de Silvicultura también desarrollaria un
curriculum en torno a la produccién de estos tipos de maderas industriales. En este proceso,
ISA podria proporcionar también un servicio para la reforestacion utilizando estas especies y
proporcionar plantones a st mismo,

Recomendacion 1V,

La produccion de productos no tradicionales depende de la demanda del
mercado. Existen oportunidades de mercado en varios mercados para muchos cultivos que
pueden practicarse en la Repiiblica Dominicana. Se recomienda que el proyecto contrate a
través de MUCIA un andlisis completo de los cultivos de Ia Republica Dominicana que
tendrian salida en el mercado europeo y estadounidense. Esta informacion se ofreceria
entonces a los estudiantes, para cursillos y para el personal mercantil individual interesado en
ampliar sus actividades a cultivos alternativos.

Al propio tiempo que se identifican las oportunidades en el mercado, deben analizarse
mds a fondo los costos de produccién y la adaptabilidad a las condiciones locales. Tomando
como base un analisis del presupuesto de los cultivos de campo, deberia elaborarse una serie
completa de datos para la ensefianza y para consultorias y con fines de comparacion con la
informacién sobre posibilidades en el mercado. También deberia producirse informacidn
sobre envase y transporte. Esta informacidn se utililizaria para ensenanza y para
asesoramiento de toda persona interesada. Podrian crearse cursillos utilizando esta
informacidn.

Recomendaciéon V.

Es absolutamente necesario disponer de capacitacion en manipulacion despues
de la recoleccidn y almacenamiento refrigerado si se va a hacer hincapié en desarrollar la
capacidad de exportaciones de productos frescos no tradicionales. Podria construirse una
instalacion de almacenamiento en frio localmente por menos de $50.000 y ésta podria
utilizarse para impartir capacitacién en todos los principios de la manipulacién de productos
refrigerados para los distintos tipos de cultivos. Puesto que cada cultivo se maneja de forma
diferente, esta capacitacién deberia ser bastante avanzada. MUCIA podria utilizar su fondo
universitario para obtener profesores que instituyan este tipo de curso, utilizando la
instalacién de refrigeracion localmente construida. Esta instalacion se disefia de forma que
se elimine el calor de campo para productos especificos.

Recomendacién VI.

ISA estd ahora en situacion de atraer a estudiantes y cursillistas de toda la
regién de Centroamérica, el Caribe, Sudamérica y, como estd ocurriendo en la actualidad, de
los Estados Unidos. (MUCIA ofrece cursos con créditos para las universidades participantes
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en el iSA cada afio.) El reclutamiento de lz regién deberia comenzar en serio, especialmente
si el curriculum pudiera ampliarse tal como se recomienda arriba. No hay otra universidad
en la regién que pueda impartir ensefianza en estos campos con concentracion en los
productos y cultivos no tradicionales y el incluir los recursos naturales, los drboles tropicales,
la tecnologia alimentaria, la tecnologia postrecoleccién, la comercializacién y andlisis de la
politica. A fin de asegurar que esta actividad regional tiene éxito, se recomienda que, a
través de MUCIA, desarrollen la capacidad para ofrecer un grado conjunto con una de las
diez universidades principales. El Director de MUCIA estd convencido de que esto es
posible en estos momentos.

Recomendacion VII.

Si el ISA desea ser un centro de productos no tradicionales alternativos y |
agroempresarial regional, que ofrece un grado conjunto con una universidad del medio oeste,
entonces deberfa aumentar su oferta académica incluyendo un grado mds. MUCIA estaria en
buena situacién para ayudar en esta empresa y estd sumamente interesada en hacerlo. Esto
también concordaria con la idea de ofrecer un grado conjunto de una universidad
estadounidense, similar al que ofrecié originalmente el INCAE con Harvard.

Recomendacion VI

El proyecto ha logrado un progreso importante hasta la fecha pero esto no
significa que pueda ser puesto en manos Gel personal homdélogo local para su administracion.
La compiejidad de los cuitivos y los productos no tradicionales, sus mercados, produccidn y
gestidn, es sumamente dificil de manejar conceptual y practicamente. El evaluador considera
que el uso de la asistencia técnica debe de continuar. Cada jefe de departamento
entrevistado, asf como el personal administrativo, expresaron undnimemente un deseo que
continuara la asistencia técnica.

Segundo, ISA necesita una identificacién con una universidad extranjera para
aumentar su poder de captacion de estudiantes de la Repiblica IDominicana y otros paises.
La Universidad Estatal de Ohio ha iniciado ya un programa de internado en ISA por un
trimestre.  Otros miembros de MUCIA pudieran hacer lo mismo pero esto seria poco
probabie si no hubiese AT externa colaborando en la preparacién del curso y la ensefianza.

En dltimo lugar, la region necesita desesperadamente un programa de capacitacion
para la produccidén y comercializacion de productos no tradicionales en la regidn
latinoamérica y el Caribe y el ISA podria desarroilar esta clase de programas si mantiene sus
altas normas y sus afiliaciones con las universidades estadounidenses. E! evaluador considera
que esio podria hacerse sin continuar el proyecto de asistencia técnica de MUCIA hasta la
PACD. Cabe advertir que esta es una cuestidn delicada. Esto no equivale a insinuar que el
personal dominicano sea incapaz de desarrollar un programa de calidad sino mds bien que se
requieren recursos, experiencia, credibilidad y conexiones para avanzar las tecnologias para
productos no tradicionales. Una sdlida relacion con una de las universidades miembros de
MUCIA aseguraria que esto s¢ hace realidad. La meta seria establecer un programa de
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grados conjuntos con la universidad estadounidense designada para el final del periodo del
proyecto, posibilidad que tiene potencial real en estos momentos, de acuerdo con el director
de MUCIA vy con su interpretacién de las actitudes del grupo del consorcio de MUCIA de
presidentes de universidad. Ademds, el director de ISA trabajard con el comité de iniciativas
de presidentes, los conocerd personalmente y estard en situacidn de asegurarles que ISA tiene
la capacidad necesaria para desarrollar dicho programa.

Con base en estas conclusiones, formule Ia siguiente recomendacioén:

Asistencia técnica a largo plazo

Administrativa 3 afos
Recursos Naturales 2 aiios
CADER 2 afios
Agronomia 2 afios
Produccion animal 2 afios
Total 11 anos

(Esto darfa un total de 24 afios de los 28 proyectados originalmente. )

Asistencia técnica a corto plazo
semanas-persona

Administrativa 5
Bono Educativo 15
CADER 20
Andlisis de mercado 20
Presupuestos Agricolas 20
Recursos naturales 15
Agronomia 15
Produccién animal 15
Estudio de factibilidad-Ciencia alimentaria 30
(inciuye elaboracion de contrato admin. )
Enlatados 16
Proc. de leche/queso 16
Proc. carne 16
Almacenamiento en frio 20
Total 223
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Andlisis:
Gasto actual en AT a corto plazo

AT en el extranjero 208 semanas
AT a nivel nacional 230 semanas, equivalente a 57 AT en el extranjero

AT total equivalente 265
AT a corto plazo autorizada 240
Déficit de 25 semanas

La AT a corto plazo equivalente, disponible a partir de AT a largo plazo no
utilizada, es cuatro afios o 208 semanas.

La AT a corto plazo disponible a partir de capacitacion proyectada de parti- -
cipantes extranjeros es 4 veces $25.000 anuales durante dos afios, $200.000.
Esto proporcionaria 40 semanas, suponiendo un costo de $5.000 por semana.

-25
+208
_+46
+223

Recomendacion IX.

Existe una verdadera preocupacion acerca de la disminucion de ia asistencia
técnica y de la orientacion de CADER en este punto crucial. CADER ha podido evolucionar
y convertirse en el componente mds prometedor de ISA, con la capacidad de generar un
ingreso importante para ISA y de crear una excelente reputacion para la escuela. Recortar la
AT y, al mismo tiempo, enviar al director para capacitacién en el extranjero serfa
devastador. Recomiendo que la AT continde y que el tiempo que el director pasaria en el
extranjero se limite 2 un afio académico. Puesto que la capacitacion en el extranjero no
otorgarfa ningiin grado, no es necesario dedicarle mds de un afio. Me parece que él
aprenderfa més mediante interaccién con los consultorss de ISA y con capacitacién pra\,tlca
que durante un aio en INCAE donde ya ha alcanzado un grado.

De la misma manera, recomiendo que el tiempo que el Rector dedique fuera
del pais sc reduzca a 12 meses, de forma que pueda regresar a dirigir la institucién. Opino
que ésta necesita su liderazgo. Ademds, debe analizarse si-es iddneo financiar la
capacitacidn de los participantes en los Estados Unidos directamente con fondos de la
Repiblica Dominicana. En el recinto universitario de los Estados Unidos de la mayor parte
de miembros del consercioc MUCIA, los eruditos visitantes reciben menos beneficios que los
estudiantes matriculados o el profesorade de planta. Esto afecta gravemente a la vivienda, a

los beneficios de salud, a los privilegios de estacionamiento, etc. No cabe duda de que estas
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becas deben ser administrada por MUCIA. Esto estd causando graves dificultades
actualmente en la designacién del Rector en el estado de Ohio.

Recomendacién X.

El nimero total de "unidades productivas" que deberfan considerarse en ISA se
presentan a continuacién. No todas estas unidades deberian administrarse al mismo tiempo
porque resuitaria una pesadilla. Sin embargo, la finca universitaria, la panaderia, el hotel y
el centro de conferencias, as{ como las propuestas de la unidad de ciencia alimentania
deberian ser las primeras prioridades.

Unidades productivas petenciales

Finca universitaria
Enlatados-laboratorio de tecnologia alimentaria
Unidad de ganado
Productos licteos
Productos carnicos
Borregos
Carne de ave o huevos (hvevos para mayonesa en enlatados)
Acuacultura-bagro, carpa, tilapia
Matadero y actividades de curtido y cuero
Plantaciones de drboles madereros
Carpinteria/mobihario
Laboratorio de suelos
Vivero-drboles frutales, especies madereras
Forraje-para aves, cerdos, vacas, acuacultura
Almacenamiento en frio y manipulacién después de la cosecha

Recomendacion XI.

La capacitacidn de los participantes es una gran preocupacion tanto de la
administracién de ISA como de los coordinadores de proyecto de MUCIA. Si se envia a
persona! clave para capacitacion en el extranjero al mismo tiempo que el proyecto trata de
establecer esa unidad, la utilidad de la capacitacién se perderd. Serfa sensatc reconsiderar el
niimero de capacitados en el extranjero. Se programaron ocho, dos han salido de la Repi-
blica Dominicana para capacitacién y se ha programado uno para febrero. A la inversa, en
lugar de ausentarse por dos afios, lo mismo podria lograrse posiblemente en un afio. Estas
no son actividades encaminadas a la obtencién de un grado. Esto disminuye los incentivos
de estos participantes, gquienes también se preocupan de perder el cargo que desempeiian en
la institucién si se ausentan para capacitarse. Mi recomendacion seria programas de capaci-
tacién de un afio en instituciones colaborativas de MUCIA vy, de esz manrera, ain proporcio-
nar ocho ejercicios de trabajo/estudio de ese tipo. El mismo mimero de personas tendrdn ia
oportunidad de viajar al extranjero por un afio pero sin amenazar tanto a sus cargos actuales.
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F. Lecciones aprendidas

I. La creacién de una facultad universitaria gue se concentre en un tema especifico tal
como la agricultura no tradicional es ur proceso largo. La propia universidad ha de ser
administrativamente sdlida antes de establecer programas especificos disefiados para fomentar
especialmente sectores primarios. Esto requiere una amplia gama de recursos en dmbitos
muy diversos tal como lo ha demostrado el equipo de asistencia técnica. El éxito en la
gestién y administracién de la universidad quizds no deba juzgarse tnicamente por el nimero
de estudiantes a tiempo completo o sus razones costo/estudiante, sino mds bien por la eficacia
con la que la administracién desempefia sus tareas generales. El fortalecimiento de la
universidad es una inversién a largo plazo y, en este caso, puede ser una inversién que ha de
incorporar la participacion de instituciones cstadounidenses de forma permanente.

i. El identificar un programa de estudios hecho especificamente para fomentar la
agricultura no tradicional que pueda capacitar a profesionales en estas materias es sumamente
dificil, principalmente porque el campo de los cultivos no tradicionales y actividades de
elaboracidn estd tan mal definido. Se necesita definir con mds claridad los objetivos
relacionados con la produccién, procesamiento y comercializacién de cultivos no
tradicionales y ganado. Las instalaciones de elaboracién han de ser mejoradas y adecuadas a
fin de contribuir a Ia gama de cursos ofrecidos en el campo de la agricultura no tradicional.

IIl. Determinar la relacién directa de causa y efecto entre la capacitacion de profesionales
de nivel medio en la agricuitura ne tradicional y el aumento en los ingresos rurales debido a
la expansién de la 2gricultura no tradicional es prdcticamente imposible. Sin embargo, si
ISA puede ser la primera en introducir nuevos cultives, productos, insumos, técnicas de
elaboracién y enfoques de comercializacion, el sector de la agricultura no tradicional se
beneficiard, no solamente con técnicos, gerentes y analistas capacitados, sino también con
tecnologfas nuevas y apropiadas. Sin embargo, se requiere mds enfoque y definicion para
lograr estas metas. Debe ponerse mds atencién en definir lo que puede ser el mercado de
productos no tradicionales de aquf a una década para un pais tal como la Repiblica
Dominicana, y qué capacitacion correspondiente estard en demanda. Quizds los cursos
ofrecidos en andlisis de politicas y recursos naturales tendrdn que complementarse con
andlisis de comercializacién y producci6n, almacenamiento en frio y preservacion de
cultivos, tecnologias de transporte y elaboracion de alimentos.

IV. La participacién de una universidad o consorcio estadounidense es vital en el sumi-
nistro de conocimientos técnicos en los programas de capacitacion ¢ investigacion adicionales
a los que existen localmente. Ademds, catedraticos (estadounidenses) externos dan credibili-
dad al cuerpo docente y al personal y amplian su alcance en los cursos ofrecidos e imparten
capacitacion en investigacién. Sin el nexo con los EE.UU., la institucion estard forzada en
su intento por atraer a mds estudiantes, tanto en el pafs como en el extranjero. Puesto que el
objetivo del nexo con las universidades estadounidenses es proporcionar conocimientos técni-
cos y credibilidad, deberfa seleccionarse personal 2 largo plazo de las instituciones universi-
tarias anfitrionas de los EE.UU. Este fue el caso de INCAE, que ISA tomé como modelo.
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G. Comentarios generales y observaciongs

1. Comentarios sobre el proceso de reestructuraciéon administrativa

En el transcurso del proyecto, la administracidn de ISA utilizé consultorias a
corto plazo de forma bastante extensa para ayudarles a evaluar la actual estructura
administrativa y disefiar un nuevo sistema reorganizado. Este ha sido un excelente ejercicio,
bastante fructifero, dando al Institufo una perspectiva totalmente nueva. El procedimiento
comenzd con la visita de cinco "personas informadas” en una etapa inicial del periodo del
contrato, que examinaron los asuntos académicos, 1a investigacién y la extension, la vida
estudiantil, la administracién y los asuntos mercantiles. Se hicieron varias modificaciones
tomando como base las recomendaciones emanadas de sus comentarios. Posteriormente, los
consultores fueron contratados para que recomendasen cambios en operaciones de fincas,
incentivos del profesorado y evaluaciones de los empleados. Un ejercicio de planificacién
estratégica principal fue disefiado por Echeverry de Cali, Colombia, Universidad del Vaile,
que culming en un plan estratégico para ia década siguiente que acaba de completarse el
pasado mes. Un colega de Echeverry también ayudo a formular el nuevo sistema de
contabilidad y finanzas.

Austin and Associates realizé un andlisis de la demanda de egresados de ISA,
cursillos y servicios del sector agroempresarial privado de la Repiblica Dominicana.
Frances Bymes realizé un andlisis del programa de investigacion del Instituto. Todos estos
estudios, consultorias y andlisis y revisiones han tenido un impacto considerable en mejorar
las précticas de gestidn del Instituto. El Rector ha madurado y aprendido mucho en este
proceso. Todo indica que ha mejorado de la posicién de guardidn a la de lider dindmico de
una institucién que estd dispuesta a despegar y convertirse en una universidad
verdaderamente regional con capacidad para ofrecer un grado conjunto con una universidad
estadounidense. ISA ha ido muy lejos en estos tres Gltimos afios.

2. Comentarios sobre la asistencia t€cnica en productos no tradicionales

La produccién de cultivos no tradicionales o la creacién de otros productos no
tradicionales no es autéctona de la Repiblica Dominicana. El conocimiento en cuanto a
cémo producir, elaborar, empacar y comercializar estos productos ha de venir de fuera del
pafs. Alguien ha de traer este conocimiento al pafs. El pais necesita un mecanismo para
obtener esta informacién y para distribuirla a toda persona en el pais que esté interesada. La
conexién ISA-MUCIA es una forma excelente de transmitir esta informacién. Deberia
continuar y reforzarse. Se han hecho varias recomendaciones y, si se adoptan totalmente,
entonces este proyecto estaria en situacion de lograr Ia tarea de introducir los productos no
tradicionales en la Repiiblica Dominicana. Sin embargo, ha de hacerse un esfuerzo
consciente por analizar las oportunidades del mercado (es decir, precios y voliimenes de cada
producto en cada forma), someter a prueba las posibilidades de produccidén v formular
recomendaciones en cuanto a tecnologias de produccidn, capacitar a la comunidad en
tecnologias después de la recoleccidon (es decir, refrigeracion, congelacidn, elaboracidn,
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envasado, preservacion, etc.), ensefiar la metodologia de mercadeo (es decir, cémo fijar
precios, envasar, almacenar, promover y transportar) y seguir celebrando foros abiertos
sobre temas clave afrontados por el sector agricola no tradicionai. El Instituto ha optado por
concentrarse en la silvicuitura, la gestion de cuencas, la agronomifa para frutas y legumbres y
preductos ganaderos: las industrias de crecimiento clave del futuro cercano. Pero el
conocimiento acerca de cémo desarrollar estas industrias no existe actualmente en la
Reptblica Dominicana. El pais, en cierto sentido, ha de estar dispuesto a salir fuera y
adquirir esta informacién. El proyecto ISA-MUCIA proporciona esta oportunidad para
obtener la informacion si se administra debidamente.

Los contratistas de MUCIA pueden proporcionar especialistas en todas las 4reas clave
abarcadas por la estrategia de ISA. Todas las divisiones de ISA constituyen puntos fuertes
para las actividades universitaria= -esidentes del consorcio de MUCIA. Pueden ensefiarse en
estas universidades todas estas i+..iplinas: silvicultura, gestion de cuencas, legumbres,
frutas, productos ldcteos y ganado para carne, pollo, cerdo, borrego, tecnologfa alimentaria.

Ademds, la actividad de ISA-MUCIA deberia concentrarse en unos cuantos temas
clave. Uno estd siendo abordado ya: la cuestién de la mosca blanca que ataca a la cosecha
de tomate. Se estd aplicando un programa de control integral de plagas. Una actividad igual
ha de concebirse para permitir la adecuada gestién silvicola o de plantaciones, desde un
punto de vista de la explotacion econdmica hasta la proteccién de los recursos naturales.

Esto requerird actividad de cabildeo para abrogar la prohibicién contra la tala de madera (si
la plantacidn es producto del cultivo). Otra drea de importante preocupacion, que ha causado
graves dificultades para los productores de cultivos no tradicionales, ha sido la de los
aranceies sobre insumos y maquinaria. Aungue se ha hablado mucho de la apertura, adn
parece haber un problema en este drea, bien una mala percepcidn por parte de la mayorfa de
los empleados de ISA o una continuacién del comportamiento limitador (es decir, impuestos
a la importacion o aranceles). Cada una de las principales dreas normativas habra de
identificarse y emprenderse una campafia especial para atacar el probiema.

3. Una sugerencia singuiar

Una forma de dar realmente 2! personal de ISA la cportunidad de convertirse
en expertos verdaderos al menos en un cultive, con credenciales reconocidas en toda la isla,
seria la de exigir que cada miembro del personal "seleccione un producto”. Para ese
producto seleccionado, el miembro del personal se convertiria en un experto, desde la
selecci6n de las semillas hasta la produccidn, pasando por la investigacién en tecnologia de la
produccidn y su verificacién en condiciones de campo, y la manipulacién y elaboracién
después de la recoleccién y, finalmente, adquiriendo un conocimiento total acerca de su
mercado: tanto nacional como internacional. Los alumnos de cada profesor tendrian que
producir tesis para seguir un cultivo desde el principio hasta el final, como un empresario Io
tendria que hacer. A fin de que cada profesor aprenda los pormenores de cada cultivo o
actividad, cada profesor seleccionaria conocimientos externos de un fondo de recursos
humanos disponibles por conducto de MUCIA para el cultivo o actividad especifico y
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disefiarfa el trabajo del curso y la investigacién permanente en torno a los temas bdsicos del
cultivo o producto. Puesto que la integracién vertical es la clave para el éxito de cualquier
persona en la agroindustria, el personal tendria que pensar como agroindustriales.

4. Algunas consideraciones sobre permutas de deuda

La permuta o trueque de la deuda de ISA fue la primera ensayada por
MUCIA. Los ingresos procedentes de la permuta o trueque ascendieron a $200.000 con un
desembolso de $500.000. En otras palabras, ISA recibié la donacién de $500.000 mas
$200.000 adicionales en la Repiiblica Dominicana del gobiernc en exceso del pago. La
donacién de 1a USAID fue por la cantidad de $500.000 e ISA recibié $700.000. Sin
embargo, puesto que ésta fue una de las primeras deudas organizadas para trueque por
educacién por parte de MUCIA, emplearon una cantidad considerable de tiempo y dinero en
concertar el trato. Posteriormente, han organizado trueques similares en Ghana y
actualmente estdn negociando posibilidades en Bolivia, Costa Rica, Ecuador, Filipinas y
Venezuela. Aunque el trueque en la Republica Dominicana sélo generd una prima del 40
por ciento ($200.000/$500.000) mientras que en Ghana éste generd una prima del 300 por
ciento ($750.000/$250.000), deberfa intentarse esta modalidad de financiacion, ya que
aparentemente existen otros $2.000.000 en mora que podrian utilizarse. Yo contrataria a
MUCIA y a la Coalicién de Deuda para el Desarrollo para que negociasen el trato a fin de
obtener una prima del 100 por ciento, cuando menos. Mucho menos de €so no valdria la
pena. En el caso de la Repriblica Dominicana, MUCIA empled unos $73.000 por una
cantidad obtenida por ISA de $200.000, mientras que en Ghana, MUCIA empled $23.000
por una cantidad obtenida de $750.000. Dado el que todas las partes saben ahora cémo
realizar una de estas operaciones de trueque y que existen precedentes para las cantidades
relativas de costos y primas, pareceria apropiado en esta oportunidad aplicar un enfoque
renovado para ensayar otro trueque en la Reptblica Dominicana.

5. Ventajas de MUCIA

MUCIA representa las diez grandes universidades y tiene una relacion de
trabajo con muchas universidades mds, asf como conexiones con muchas de las principales
empresas de consultores e instituciones en ios Estados Unidos y otros pafses. Pueden
aprovechar un extenso fondo de recursos humanos tal como han demostradoe la variedad y
excelencia de los consultores a corto plazo que han trabajado ya en el nrovec.o. Pero la
ventaja clave de MUCIA para la AID estd en la estructura de costos. - vien las empresas
consultoras representan generaimente cerca del 106 por ciento en gastos generales y
honorarios, y muchos de los competidores de MUCIA se aproximan al 50 por ciento,
MUCIA sélo carga 27 por ciento y muchas veces esto es sélo el primer veinticinco por
ciento de un desembolso de rubro de linea en particular. Segundo, si hay un retraso,
MUCIA puede flotar los costos con una l{nea de crédito para la que, por lo general, las
universidades sufragan los gastos por concepto de intereses. Este proyecto costé $54.000 en
intereses antes de que la AID comenzara finalmente a efectuar reembolsos. Sdlo las
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instituciones tales como MUCIA pueden proporcionar esta clase de servicios. Aunque existe
otro consorcio de universidades, las otras no tienen la solidez financiera de MUCIA.,

El tener un consorcio universitario participante con ISA es ctra ventaja singular. El
consorcio estd enviando ya estudiantes a ISA por un trimestre cada afio y ofreciendo clases
con crédito. MUCIA estd interesada en ofrecer un grado conjunto entre una de las
universidades de MUCIA e ISA. Ademds, estdn interesados en establecer un programa de
grado Master (Maestria) en ISA. De esta forma, se establecerd una larga relacién que no
terminard cuando concluya el proyecto. Ademds, esta relacién con una universidad
estadounidense permiiird a ISA atraer a estudiantes de toda la regién y no solamente de la
isla.

La ventaja final est en la relacidn con las universidades que estdn igualmente
interesadas en la lucha por encontrar otros posibles cultivos y productos. Las principales
universidades agricolas estadounidenses afrontan matriculas mds reducidas, pero les
corresponde una porcion grande de la inversién de 1a universidad en el profesorado e
instalaciones. En el estado de Ohio hay unos 1.000 estudiantes de agricultura y otros 1.000
estudiantes graduados. La unmiversidad en conjunto tiene 55.000 estudiantes. Es evidente que
la agricultura representa una minoria. Pero en términos de instalaciones y profesores, al
Colegio Estatal de Agricultura corresponde probablemente 40 por ciento del complemento de
la universidad. De ahi que los profesores de agricultura estén buscando desesperadamente
nuevas aliernativas para atraer a alumnos y servir a las comunidades locales. Andlogamente,
las empresas locales de enlatado que solian dominar la regién del medio oeste se estdn
trasladando a otros lugares donde la mano de obra es barata y la produccitn no estd sujeta a
los riesgos de las heladas, las inundaciones y las sequfas. Ademds, estas universidades tienen
tierras sin utilizar que estdn siendo empleadas para fines urbanos o que son demasiado
marginales para Ia produccion de cultivos comerciales productivos. Las universidades se
hallan en una dificil situacién, dependiendo del enfoque de MUCIA para crear algunas
oportunidades nuevas. Lo que necesitan simplemente es una relacion con ISA para enseiiar,
capacitar y realizar investigacion en productos de alternativa. La relacion podria ser
duradera - sumamente beneficiosa para ambos lados.

6. Analisis normativo para productos no tradicionales

Una vez adoptada la decision de promover productos no tradicionales, un papel
de defensa se hace mds importante que "un campo de juego nivelado" ¢ "mercados libres sin
ninguna subvencién en absoluto”, etc. Tode hombre de negocios que trate de introducirse en
los mercados de productos no tradicionales reconoce que se desea alguna forma de proteccién
inicial, y quizds incluso que se requiere €sta para que la entidad local tenga éxito en un
ejercicio brutalmente competitivo. Las politicas agricolas y comerciales se consideran bajo
un prisma distinto cuando se es un empresario que cuando se es funcionario del gobierno.

Al funcionario del gobierno se le exige ofrecer veniajas iguales a todas las entidades,
independientemente de su dimensidn, orientacién, ubicacidn, partido politico o religién. Esto
ha llevado a la AID a promover un programa sin subvenciones en cuaiquier lugar del mundo.
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Lamentablemente, en Estados Unidos legislamos las érdenes de comercializacion, los pagos
de la promocién de exportaciones, los planes de proteccion de cuotas y ios apoyos de precios
casi a voluntad. El nuestro es uno de los sistemas agricolas mds subvencionados y
protegidos del mundo.

En realidad nuestros programas de la AID no pueden aspirar al desarrollo de los
pafses anfitriones en que operamos sin tener cuidado con no infringir las premisas enunciadas
en la Enmienda de Lautenberg, la Enmienda de Bumpers, Seccién 599, el sisiema de cuotas
para productos textiles, las cuotas para el mani y las limitaciones sobre los citricos. Todas
estas leyes restringen 1o que podemos hacer con el dinero proporcionado por la AID.

Dadas todas estas restricciones, yo sugerirfa suma cautela y un andlisis riguroso antes
de efectuar recomendaciones de politica si la meta ciertamente es promover la produccidn y
eventual exportacién de cultivos no tradicionales. Las cuestiones normativas en estas
condiciones son sumamente complejas. Lo que parecer ser una politica neutra pudiera estar
sesgada contra un determinado subsector no tradicional. Simplemente, €l traer a profesores
para celebrar seminarios sobre precios de libre mercado y produccién no subvencionada (es
decir, precios de mercado para fertilizantes y plaguicidas) puede conducir a la introduccion
de politicas y cédigos de inversion que con el tiempo prohiban una introduccion en gran
escala de cultivos y productos no tradicionales debido a que son demasiado costosos de
producir y no son competitivos en los mercados tradicionales. La apertura ha ocasionado ya
un problema en la Repiblica Dominicana debido a los productos baratos de los mercados
externos que ahora son mds costosos que los productos agricolas producidos internamente
(por ejemplo, la leche en polvo, los aceites vegetales, las carnes, eic.). La AID ha luchado
ya con esia situacién en el Africa Occidental en lo que respectz a la leche en polvo
procedente de Francia y a las carnes congeladas procedentes de Argentina. Sila AID no ha
Hegado a encontrar una solucién viable, parte del problema radica en que otros paises
descargan o subvencionan sus exportaciones de forma que la distorsién se transmite al pais
receptor y tiende a eliminar cualquier posibilidad de producir ese producto internamente. Un
andlisis cuidadoso de cada politica con respecto a toda la gama de productos no tradicionales
ha de efectuarse a la luz de la posicion de la Repiblica Dominicana con respecto a los
mercados internacionales: los Estados Unidos, Lomé IV y la Comunidad Econémica
Europea. Las restricciones actuales sobre el banano vienen al caso. A veces un pais ha de
contraatacar con proteccién, contramedidas, subvenciones e incentivos a fin de mantener el
campo de juego nivelado (esto es en realidad lo que un orden de mercadeo en los Estados
Unidos trata de lograr).

Mi observacién seria la de que si la Repiblica Dominicana considera seriamente
sustituir los ingresos perdidos del descenso en los precios para los productos tradicionales
mediante la introduccién de la produccién en gran escala de productos no tradicionales,
tendr que formularse un plan de promocién ¢ incentivos que dé a los agricultores que estén
dispuestos a entrar en ese sector alguna ventaja inicial a fin de poder despegar en ¢ste campo
y penetrar en los mercados que se han fijado como objetivo. Esto costard algo a corto plazo
al gobierno.

31



Anexo 1.
Personas Entrevistadas



Persons Interviewed

USAID/Santo Domingo

Larry Laird,
Odahis Perez,

Insttuto Superior de Agricultura

Wilfredo Moscoso, Acting Director

Angel Castillo, Director, CADER

Saul Abreu, Vice Rector Adminisation
Maximo Leon, Vice Rector Academica
Anibal Rodriguez, Vice Rector Investigation
Yocasta Soto, Animal Production

Ramon Jimenez, CENDA

Domingo Carrasco, Natural Resources
Margarita Garcia, Forestry

Dr. Frank Thomen, Board of Directors
Gerente, Compania de Enlatados, Sr. Garcia
Gerente, Compania de Semillas, Sr Genao
Andres Fernandez, Junta de Regantes

MUCIA

Jerry Ladman
Kevin Murphy
Alberto Beale

MUCIA in GHIO

Benito Ferreiras, Director of ISA
Pavid Hansen
Mark Erbaugh
Willtam Flinn
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CUZSTIONARIO
UNIVERSITY AGRIBUSINESS PARTNERSHIP
PROYECTO ASOCIADD DE LA UNIVERSIDAD Y LA ABRRQOEMPRESA
Seccion 1

Asuntos Adminigtrativas

Entrenamiento de facultad de tiempo completo. (Entrevista en
grupo, gquienes estarn disponible)

1. En gue consiste su entrenamiento?
2. Comenta. sobre el aspecto de investigacion aplicada?

Como ha sido diferente y nuavo comparado a su
entrenamiento clasico?

3. Comenta cobre el aspecto de ensenanza? Que ha sido
nuevo? :
4. Que es el asunto de entrenamiento para la introduccion

de produccion de cultivos no-tradiciconales? Como ha
sido desenanda la ensenan~a? Cuales han sido los
productos nuevos no-tradicionaies?

5. Como han introducido el asunto del cezgo feminino?
Sobre investigscion, educacion, extencion, y la
adopcicon de tecnologia.

Entrenamiento de facultad en administracion. (Entrevista en
gruro)
S. En gue consiste su entrenamiento de manejo y desarrollo

instituccional de ISA.

7. Haz sido suficiente para mejorar la administracion de
ISA?
Talleres, seminarios, y publicacicnes. (Recordar gue se han
rrallzado}
8. Numero Ge talleres, topicos, y asistentes (mujeres y
hombres) .
9. Numero de seminarios, topicos, y asistentes (mujeres y
howhres)
10. Numero de publicaciones, topicas, y su difusicn.




Entrenamiento de negociantes agrcempresarial y agricultores.

11. Numero de semanas de entrenemiento de gente
agroempresarial (mujeres y hombres) .

12. Numero de agricultores entrenados (mujeres ¥y hombres; .

)
9]

Otros asuntos administrativas.

a. Estabiecimiento de programas titulares-
horticultura vy forestal-y sus asistentes {mujeres
v hombres) .

b.

acrerdo de Asistencia Colaborativo

1.
2.
3.
4.,
5.
Financiamiento




CUESTIONARIO PARA LOS AGROEMPRESARIALES

Informacion General
1. Nombre y ubicacion.
2. Direccion

Informacion basica de la empresa.

3. Cuanto tiempo ha estado cperando este negocio?
4. Quien es el dueno?

Familia

Gente privada

Empleados

Subsidiario, domestico
Subsidiario, internacional

n

. Quien la maneja?
Su relacion al dueno
Su entrenamiento
Su experiencia
Su nacionalidad

6. La empresa tiene procesamiento? Desde cuando?

7. Que valor de bienes tiene?
Lasgs facilidades fisicas
L.a propriedad (terreno)

8. Que clase de entrenamiento recibio de ISAY
(Haga lista previa de todos los tipos de
entrenamiento)

9. Que influencia ha tenido este entrenamiento?

Si la empresa compra articulos agropecuarios

10. Donde consique los productos agroprecuarios?
Plaza de mercadeo local
Por contrato con preduct

res

ctore:

Comprados en el campe (de los
agricultores)
Entregados a la empresa

Otros {especifique}




11. Que cantidad de productc (crudo) ha comprado el ano

pasado?
Producto Cantidad
Producto Cantidad
Producto Cantidad
Producto Cantidad

Cuantc ha comprado por medio Que entrenamiento

preveas a los

agricultores?
Mercados
15. En gue forma ha crecido sus ventas durante los ultimos
cinco anos?
16. Como indifigue sus nuevos mercados?

17. Como ha asistido su entrenamiento para buscar mercadcs?
18. Que cantidad de su producto esta vendido en:

Mercado local

Mercado regional
Al intermediario
A otra empresas procesadores
A otra empresa exportadora
A mercados internacionales directas

19. Que cntidad ha vendido el ano pasado?
Producto Cantidad Valor
Producto Cantidad Valor
Producto Cantidad Valor
Producto Cantidad Valor_
Producto Cantidad Valor
20. Que ha sidc su promedio de ventas sobre los ultimos

cinco anos?

Producto Cantidad Valor
Producto Cantidad Valor
Producto Cantidad valor
Producto Cantidad Valor
producto Cantidad Valor

Cantidad y caracteristicas de los empleados
21. Cuantos personas trabaja para le empresa?
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22.

Cuantos son mujeres? Hombres?

Que e el promedio de pago por dia? Varia por tareas?
Por mujer/hombre? (Describe)

Haga lista del trabajo mensual y por ano Yy desarrolla
un calendario anual del trabajo estaciona



ENTREVISTA EN GRUPO CCON FACULTAD DEL ISA
Evaluacidn del Proyecto Universitario de Asociacidon Agroempresarial

La Agricultura v su Nuevo Enfoque - Productos no Tradicionales

Cémo ven los cambios de la agricultura de su pais? Qué es este
movimiento hacia productos nc-tradicionales?

En gqué forma estan ayudandc ustedes?

Cuales son las nuevas oportunidades? Como van a llegar a ellas?

Cuales han sido sus limitaciones en contribuir a la
comercializacidén de la agricultura general del pais?

cémo han ayudado ustedes en este cambic en cuanto a politicas
agricolas? Cudles medidas de apoyo hacia este cambio han sido

estimuladas por ustedes y qué restricciones han impedidc el logro
de este cambio en la politica general del pais?



El Papel del ISA

Qué papel ha jugado el ISA en apoyar y estimular este cambio?

Estdn ustedes preparados para ayudar al pais en este movimiento?

Qué es lo que hace falta?

suficiente No suficilente

Entrenamiento profesional cientifico
Practica en su especializacién
Entrenamiento en Desarrollo de
Agroempresas
Planta fisica-laboratoriocos, campos, etc.
Financiamiento para investigacidn
Financilamiento para su remuneracldn
Capacidad estudiantil-preparacién
Capacidad de aprendizaje

Es su remuneracidn competitiva con lo que se podria ganar en otro
sitic? Tienen opeortunidades fuera del ISA? Por qué siguen ustedes

agqui?



Impacte del ISA

Qué impacto ha tenido el ISA en la agricultura del pails?

Poco  Algo  Mucho

En qué forma?
Describa

Empleo/Ingreso
Exportaciones
Produccién
Tecnolcgia

Conccen ustedes instancias en las cuales sus actividades o sus

consultorias de investigacién han cambiado y/o mejorado la
produccidén agricola en forma directa? Identificar y explicar.

Cué&les son sus esperanzas para el ISA?

Qué espera, personalmente, de su relacidn con el ISA y el proyecto
con USAID?



Anexo 4.
Exposicién del Trabajo



Tn order to accomplish the above objective, Devres, Inc. shall
consider the following:

AL

The project goal is to increase non-traditional,
commodity-based rural 1ncomes. At the goal level, the
validity of the goal ctatement in the logical
framework shall be examined. Specifically, (a) the
following measures of goal achievement sha}l be Faken
and (b)) a determination made regarding their validity
as measures of goal achievenment:

1. Tncreased non-traditicnal crop production, as
indicated in Action Plans during period. ([Note:
Traditional crops are sugar, coffee, cacao and
tobacco;

2. Tncreased employment of outgrowers and day
laborers, as indicated in the Action Plan during
the period;

3 Increased incomes of rural farm and non-farm
‘residents, as indicated in Action Plan during
period.

The project purpose is to provide the expanding
agribusiness and agro-industrial community with
increased trained manpower by institutionally
strengthening ISA and CADER. At the purpose level, the
validity of the purpose statement in the logical
framework shall be examined. Specifically, (a) the
following measures of purpose achiev:-ment shall be
taken and (b) a determination made regarding their
validity as measures oI purpose achievement:

1. Has the preparaticn of mid-level technicians
specialized in gribusiness and agro-industrial
applications to non—-traditional commodities been
increased and improved?

2. Has the management of ISA and CADER been improved
sufficiently to meet institutional development
goals through year 20107

3. Does ISA have a fully functioning Endowment Fund
with an increased (i.e. greater than original
CADER Project Endowment Fund) value of no less
than RDS$20 M and established mechanisms to ensure
its growth sufficient to meet future core cost
needs?

4. Does ISA have a self-sustaining Development
Office established, implementing fund raising
activities. promoting alumni and community
relations and donor coordination?



5. Has ISA established a BS degree in Horticulture
and a technical degree level in Forestry?

6. Have ISA and CADER faculty/staff salaries and
supplementary income opportunities equaled or
exceeded equivalent private sector levels?

7. Are the productive university units {e.g.
cannery, dairy, poultry, conference center, solls
lab, etc.)} under modern private sector

management, while providing research/teaching
opportunities to ISA/CADER personnel and students?

8. In the face of an apparent overall decline in the
demand for a university degree in the agriculture
sciences (i.e. declining enrollments in national
universities), is there currently and in the
medium term sufficient demand for the types of
training provided by ISAZ

9. As of December 30, 1992, the project has provided
398.8 person weeks of short term technical
sssistance. What impact has this assistance had
on the achievement of the project purpose? Has
TSA usefully absorbed this large amount of short
term technical assistance?

The project outputs are multiple. At the outputs
level,the validity of the outputs statement irn the
logical framework shall be examined. Specificaily, (a)
the following measures of output achievement sihzil be
taken and (b) a determination made regarding theilr
validity as measures of ocutput achievemant:

1. At least 40 full time faculty trained in the
preparation of improved applied research,
teaching and non-traditional commodity
production, with increased awareness of gender
issue impacts on research, education, extension
and adoption of technology;

2. At least 10 full time staff and faculty trained
to manage the business/develcpment administration
of CADER;



3. Completion of at least 15 major policy workshops
focused upon non-traditional commodities;

4. Completion c¢f 60 policy seminars focused upon
non-traditional commodities;

5. Completion of 50 weeks of short cycle training
for agribusinessmen;

6. Introduction of 3,000 farmers to non- traditicnal
crop and/or llvestock improved practices;

7. Publication and dissemination of 250 research
monographs relatlng to non-traditional crops,
agribusiness, and watershed/irrigation
managemnent,

In addition, the evaluation shall:
b Address each of the following gender issues:
a) Design, Appraisal and Implementation

How were the interests and role of women
(compared to men) taken into account in each
of the design, appraisal and implementation
stages of the project? In what ways did
women (compared to men) participate in these
processes?

b} ffects and Impacts

What have been the effects, positive or
negative, of the project cor\cerning women’s
(as compared to men’s) access to income,
education and tralnlng, and with resfec+ To
workloads, role in household and community,
and ‘health conditions? How were the
interests of women (compared to mern} taken
into account in the evaluation stage? Were .
significant factors concerning women
(compared to men) overlooked at the
appraisal stage?



c) Data Availability

Were gender-specific data availakhle fcr each
of the project stages, i.e. design,
appraisal/approval, implementation,
monitoring and evaluation?

d) Sustainability

How did women’s integration in AID
activities affect the sustainability of
project outcomes? Were outcomes more
sustained (or less sustained) when women
were taken into account in AID activities?
Are the results achieved by the project
equally sustainable between men and women
beneficiaries?

2nalyze and determine to what degree the Project,
as described in the Project Paper (and cfficial
pPrciect documentation), is capable of addressing
the USAID/DR Strategic Objectives, as described
in the 1592-57 CDS5;

Provide specific recommendations regarding the
modifications regquired, if necessary, in the
goal, purpose and outputs +o address USAID/DR’s
1992-97 CDSS.



